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LCJl NHA XUAT BAN 


Nha xu£t ban Microsoft dUdc Cong ty Microsoft - 
dai gia trong llnh vUc phan mem - thanh lap vao n&m 
1983. Tif khi thanh lap den nay, m§i nam Nha xuat 
ban Microsoft xuat ban khoang 200 dau sach mdi va 
cac san pham da phiidng tien, tit nhntng giao trinh hoc 
tap cho ngUdi dung thong thudng den cac loai sach 
tham khao cho nhan vien chuyen nghiep trong llnh vUc 
cong nghe thong tin. Con cuon sach nay lien quan den 
kinh doanh quan ly phan mem, dxia tren cac goc do cua 
nganh phan mem, noi bo Cong ty Microsoft , va cac khia 
canh kinh doanh quan ly de mo ta chi tiet phUcfng thuc 
lam viec va phong each quan ly cua tap dodn Microsoft. 
Dieu nay hoan toan khac vdi nhung cuon sach trade mo 
ta Microsoft tren lap tracing hoac goc do cua ngtfcii 
ngoai cuoc. Tac gia cua cuon sach la ngUdi co kinh 
nghiem thuc tien phong phu va thiet thiic, dam bao ban 
co the thuc sU hieu ro IT bo mat that" cua Microsoft. 

Microsoft dude ca the gidi cong nh&n la dai gia 
phan mem may tinh, cac san pham dude san xuat ra, 
du la he dieu hanh, ph&n mem ting dung, phan mem 
mang hay cac thict bi ngoai vi nhu ban phim, chuot deu 
dUdc ngUdi sii dung Ua thich. D&ng sau ve be ngoai nay, 
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lam the nao ma Microsoft che tao dtldc cac san ph&m 
nhii vay? Ho tim hieu nhu cau ngtfdi tieu dung nhii the 
nao? Thiet ke san pham theo yeu c&u khach hang nhii 
the nao? Lam the nao de thiet ke san pham theo dung 
tien do? Nang cao chvic nang san pham bang each nao? 
Lam the nao de tao ra ky thuat m6i dam bao luon dan 
dau? Chung ta deu biet r&ng: S \i phat trien cua ky 
thuat thong tin rat nhanh chong, trong khi do chu ky 
nang cap san pham thong tin ngay cang ngan lai. Lam 
the nao de canh tranh trong linh viic thong tin bien doi 
■'Chong mat” nay, deu la chu de quan tarn cua moi 
nhan vien nganh thong tin. 

"La Ma khong phai dilOc xay trong mot ngay’ 1 , kinh 
nghiem thanh cong cua Microsoft la bai hoc rat co gia 
tri cho moi chung ta! 

Xin tran trong gidi thieu ciing ban doc! 

NXB VAN HOA - THONG TIN 
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LC)I Gldl THIEU 


Cuon sach "Bi quyet thanh cong cua tap doan 
Microsoft” do Jim McCarthy viet la cuon sach gi vay? 
Co the so sanh no nhu mot cuon sach lien quan den 
phat trien phan mem do Leonard de vonci (Danh hoa 
thbi Phuc Hitng, Italia - ND ), Tom Peter hdp Stic viet. 

Day la cuon sach chi nam phat trien phan mem co 
tam nhin xa, sinh dong va thuc te, hifdng dan each phat 
trien phan mem tot va hoan thanh dung tien do. Noi 
dung hdn, Jim Carthy hudng dhn ban each xay dung va 
d§n dht nhom phat trien phan mem xuat she. 

Toi va Jim McCarthy la cong sU tot khi cung lam 
viec cho Microsoft, chung toi cung tham gia thiet ke 
Visual C++. Theo tieu chuan Microsoft, phan mem nay 
tam dude; con dubi goc dp cua ngUdi sU dung thi day la 
mot kiet tac. Tif khi chinh thctc phat hanh den nay, 
ludng tieu thu da len tbi hang trieu bo, dude danh gia 
rat kha quan. 

NhUng cuon sach nay khong ban ve Visual C++ hay 
Microsoft, mh noi den nhting kinh nghiem quy bau tich 
luy dude trong qua trinh phat trien Visual C++ tai 
Microsoft. 


7 



Ngay ca trong noi bo phat trien phan mem chuyen 
nghiep cua Cong ty Microsoft, nhom phat trien Visual 
C++ cua chung toi dUdc cong nhan la Uu tu: Hoan 
thanh dung thdi han, thUdng xuyen vUdt tieu chuan* 
Da so moi ngubi deu quen vcii viec cMm tre trong phat 
trien phan mem, trong khi do chung toi lai ban sdm 
hdn ca du kien, day la viec kho thuc hien trong vai nim 
trudc, va den tin bay gid nhieu nhom phat trien phan 
mem van khong lam noi. Vai nam truck:, c xi mot den hai 
nam chung toi lai dua ra mot phien ban mdi, con hien 
gid thi cti 4 thing mot phien ban. 

Neu cong viec hay kinh nghiem cua ban co lien 
quan den phat trien phan mem, toi dam dam bao ring 
ban se tim thay dap an trong cuon sach nay. Kha nang 
quan sat nhay ben, thong minh cua Jim McCarthy va 
each hudng dan thuc te se giup ban thay nhOng gi ong 
ta ke giong nhu cau chuyen cua chfnh ban vay. 

Cuoh sach nay la due ket kinh nghiem trong thuc 
te cua tac gia, dude thuc hien trong hoc vien phan mem: 
"Chung ta khong dUdc phep that bai”. 

Noi dung cua cuon sach dUdc viet tren cd sd bai 
phat bieu "12 bi quyet dita ra san pham xuat sac " cua 
Jim McCarthy. Bai phat bieu da thu hut hang ngan 
cong chung, tieng vo tay khong ngdt. 
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Phtfdng thi lc phat trien ph&n mem cua Jim 
McCarthy ngay cang trd nen thanh thuc, dong thdi 
luon phu hdp vdi yeu cau thtfc te cua cac doanh nghiep. 
Cac doanh nghiep can nhiing thti phtic tap ma da dang, 
luon tim kiem nhiing cai mdi, tuy gap nhieu thach 
thiic, nhiing cung r&t thii vi. Qua cuon sach ban cung 
se thay dtfdc tinh each dac sac cua Jim McCarthy - luon 
di tritdc ban than . 

Lan diu toi gap Jim McCarthy la vao nam 1992, 
luc do ong chi co mot chieu (hoac chi cho toi biet mot 
chieu) la: "Bitng vi vap nga ma khdng diCng day'\ Khi 
do, toi vila mdi thanh lap ban ngon ngG he thong cua 
Microsoft (nay da bo), mdi Jim McCarthy den phong 
van, ong ta da de lai cho toi mot an ttfdng kha sau sac. 
Jim McCarthy den til cong ty Whitewater, da tham gia 
phat trien ngon ngrjl lap trinh hifdng doi ttfdng Actor. 
Horn do ong mac quan bo, va toi cung the, co le do la do 
chung toi co duyen vdi nhau. 

Dildng nhien toi chon cong sU khong phai do an 
mac giong toi, ma la tuyet chieu cua Jim McCarthy. 
Nghi lai, nguyen nhan chinh ma Jim McCarthy da thu 
hut sU chu y cua toi la ong da rut trong tui ra mot 
quyen so, phia tren ghi ro mtfdi ly do chinh phai tuyen 
ong ta. Jim McCarthy dung la mot ngtfbi rat dac biet! 
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Jim McCarthy la nhu the, ong khong ngting tracing 
thanh: Ong ghi lai nhOng kinh nghiem, nhimg quan sat 
th&y diidc cung nhu nhtfng bl quyet thanh cong. M&'y 
nam g&n day, so ghi chep cua ong da phong phu den 
mile co thl lam thanh mot quyen sach dac sac cua Nha 
xuat ban Microsoft, dong thdi la kiet tac trong Unh vac 
phat then ph£n mem. 

May nam qua toi cung Jim McCarthy lam viec, 
cung chia se kinh nghiem cho nhau, nay toi mong rang 
cuon sach nay se se chia kinh nghiem cung ban. 

Dennis Gibbert 
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GICJI THIEU TAC GIA 


Jim McCarthy tham gia phat trien phan mem may 
tinh da dtidc 25 nam. 

Bat dau lam phan mem tit nam 1976, sti dung ngon 
ngti BASIC phien ban d&u tien tren may TRS-80 Model 
I; Tif do ong rdi bo tat ca moi hting thu khac de chu tam 
vao phat trien phan mem may tinh. Sau vai nam kinh 
nghiem vdi Trash 80 va BASIC, Jim McCarthy mang 
theo bo bien dich BDS C va vai quyen sach, lai xe den 
an cU vai tu^n trong rting, lam viec miet mai khong 
nghi nh^m tim ra "Ngon ngti lap trinh thuc stf"- 

Thti nghi xera, anh sang cua man hinh may tlnh 
vdi tieng keu ro ro cua 6 cting, cua quat, cong vdi tieng 
keu ram ran cua ech nhai, that la mot btic tranh yen 
tlnh va dac biet. 

Sau do Jim McCarthy da thanh lap mot cong ty tu 
nhan, khong lau sau, ong den lam tai phong thi nghiem 
cua AT&T, cong ty Whitewater (Nude trang) va cong ty 
Microsoft. Hien nay ong la Glam doc phong hanh chlnh 
sri phiep cua Visual C++ thuoc Microsoft. Mac du ong 
hay tham gia phat bieu. thao lu&n tai cac dien dan tren 
the gidi, nhting phat trien phan mem van la trong tam 
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cong tac cua ong ? vi day la cong viec dude ong yeu thich 
nhat. 

Ngoai ra Jim McCarthy con ve tranh, sang tac, 
khdc da hoac g6, dong thdi con la mot ong bo' day trach 
nhiem. Doi khi trong khu rimg, ban van thay l&p lanh 
anh sang man hinh may tmh cua Jim McCarthy. 
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LC)I TAC GIA 


Cuon sach nky dude viet dua vao nhulng kinh 
nghiem co dUdc trong suot qua trinh phat trien ph&n 
mem day nhtfng bien doi. Qua trinh phat trien phan 
mem sd di vat va nhUng d4y h£p dan la do no chuta 
dung day ri'nh bat dinh, ca qua trinh la mot dong thai 
luon bien doi, ban phai thuan theo xu the, chuyen boa 
tfnh dong nay thanh mot siic sang tao phong phu, chd 
khong dUdc de no "xo mui H d&t ban di. Day chinh la chu 
de thao \ukn chfnh cua cuon sach, dUa ra nhting giai 
dap ve van de phat trien ph&n mem dua tren sU tam 
dac trong qua trinh phat trien Visual C++ cua 
Microsoft. 

Viet kinh nghiem cua minh thanh sach, co the co 
mot van de nho cin dUdc lam rd: do la toi da lay quan 
diem va cam nh&n cua minh de ke nhung cau chuyen 
n&y, nhilng nhGng ngtfdi tham du co the co each nhin 
nh&n khac, nhutng dieu dUdc toi nh£n manh di u la 
nhUng diem toi hting thu hoac cam th&y Ik quan trong. 
Khi toi kd nhQng noi dung nay, thUdng nhan v&o cac 
trong diem khac tuy theo yeu cau cua ngUdi nghe, 
nhung khi viet thanh sach thi khong thi lam nhu v£y. 

Tren thuc te, kien giai cung mot v&'n de, cung vdi 
kinh nghiem rich luy ngay cang phong phu co th§ cang 
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sau sac chi tiet hdn. Toi mat mot nam rii3i dung nhung 
nghi ngay cuoi tuan va cac buoi toi mdi viet xong cuon 
sach nay, trong thdi gian do, cong viec phat trien ph&n 
mem ban ngay van khong ngung giup toi hoc them 
dude nhieu dieu mdi me. Toi khang dinh chac chan 
rimg noi dung cuon sach can thiet cho bat cti ai, bat cit 
ngtfdi nao lam cong tac phat then phan mem, cang co 
nhieu kien thotc m6i cang co the lam viec tot hdn, 
nghien ciiu cang sau sac hdn. Nhting nam thang phat 
trien phan mem cung giong nhu tuoi ddi cua giong cho, 
ngifdi song mot nam ttfdng dutdng cho song bay nam, 
mot nam cua con ngtfdi ttfdng dtfdng N nam phat trien 
phan mem, N chinh la so cot moc trong mot nam. Qua 
trinh viet cuon sach nay, vtia la N nam phat trien phan 
mem, vote co rat nhieu phan mem ra ddi. Thdi gian troi 
di that nhanh, ma phat trien ph&n mem dtfdng nhtf 
lam cho thdi gian cang troi di nhanh hdn, cang kho 
nam bat hdn. 

Toi da noi chuyen vcfi nhieu chuyen vien va giam 
doc cac cong ty phat trien phan mem, nhtfng vi du neu 
trong sach deu la nhulng kinh nghiem kha giong vdi cac 
chuyen vien lam phAn mem, du do la loai phan mem gi. 
Mong rang nhtfng quy tac, quan diem va kien nghi ma 
toi neu ra, da bao quat h4u nhtf tat ca nhtfng van de co 
the gap phai khi phat trien phan mem, va co the phat 
trien dtfdc bo quy tac phat trien phan mem. Co dtfdc 


14 



tieu chuan nay - quan diem chung cua mpi ngtfdi - cong 
viec cua chung ta cang de thanh cong, dong thdi co 
gang phong tranh nhiing van de chiia xay ra. Do hien 
nay kinh nghiem tich luy diidc con rdi rac, moi ngtfdi 
deu khong thuc sil xac dinh diidc can lam nhiing gi, 
tham chi nhieu nhom phat then ph^n mem vlin khong 
ro can lam gi de kien toan nhom nen bi rdi vao trang 
thai tam ly bat on, kho co the giai thoat. 

Cuon sach mo ta mot nhom ngUdi hoan thanh 
th&nh cong mot ph£n mem trong thdi gian nhat dinh, 
va sau do khong ngiing nang cap phien ban mdi dung 
hen, luon dude thi trtfdng chap nhan. Trong thdi gian 
phat then phan mem nay, toi da tich luy - tong hdp - 
chinh ly cac kinh nghiem, dong thdi di sau giai thich 
cac s\i kien phat sinh, phan tich ky cac van de, phat 
then thanh 54 quy tSc. Toi tin tiidng rang nhiing quy 
tac nay la bi quyet thanh cong cua chung toi, va tin 
r4ng sau mot thdi gian nfla doc lai cuon sach nay, toi 
cang co nhieu bien phap sau sac hdn, cung nhii phat 
hien ra cang nhieu cho can nhan manh hdn trong cuon 
sach nay. 

Cin chu r&ng ve ban chat cuon sach la nhiing ghi 
chep ve cac sii kien va nhiing dieu tam dac, ghi chep 
nhiing s\I kien dang suy nghi trong phat then phan 
mem, ghi chep each giai quyet van de cua mot nhom 
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xu&t sic, dong thdi cung phan tich hanh vi to chtic cua 
nganh khoa hoc ky thuat. 

Hy vong r&ng cuon sach nay mdi chi la md diu, cac 
phien ban mdi tiep sau se cang them phong phu. Dong 
thdi mong rling cuon sach nay se co ich cho moi nhan 
vien lam cong tac phat trien phan mem. 

Cam dn cac cong stf trong nhom phat trien Visual 
C++ cua Microsoft, nhieu bien phap trong cuon sach 
nay thtfc chat la do thao luan v6i ho ma co, nhat la Jeff 
Beehler, Brad Christian, Greg DeMiehillie, ... Con 
nhieu ngUdi khac khong the liet ke het, nhtfng toi phai 
dac biet cam dn Dave Moore va Chris Williams. 
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Tr£n ly thuyfct, phat trien phin mem thanh cong hiu nhir 
khong co gl kho khan ca: trade h6t cin tim hieu nhu cau khach 
hang va dinh vi goc do tren thi trirbng, sau do thidt k£ scr do cua 
sin phim phin mem - no cang phai phu hop voi nhu ciu khach 
hang hon cac san phim khac. Sau do x&y dung nhom phat tri^n 
di che tao san phim, sau khi hoan thanh se tung ra thi truong. 
Tiep theo ap dung cac bi£n phap kinh doanh d£ thong bao cho 
khach hang tiem nang biet ve gia tri dac sic cua san phim, 
khach hang se vui mimg khi mua duoc san pham, luc sir dung 
cung rit hai long. Luc do c6ng ty ban se n6i ti£ng trong nganh 
phin mem, diroc dira len bia cac tap chi Fortune, Success,... trb 
thanh 66 tai cho moi nguoi ca ngpi. 



Tren ly thuy^t, hoan thanh san pham dung han rat ddn gian, 

nhimg trong thi/c te, hau het cac cong ty deu that bai. 

- : - 


Nghe thi cung dufdc, nhtfng sU thiic lai khac xa, 
cung co the la do chifa co bo sach thuc stf co fch ve phat 
trien phan mem. Mot khi co mo hinh phat trien phan 
mem thanh cong, moi ngtfdi co the ky vong tien hanh 
theo cac bade nay de dat dude thanh cong. Phia sau 
chung toi se noi ro each xay dtfng va gan ket ky vong 
cho ca to chiic, nhtfng ban cung can hieu ring, hoan 
thanh phan mem thanh cong dung han la mot trong 
nhtfng cong viec kho khan nhat, mac du ai cung hy 
vong thtfc hien dtfdc. Ban khong the dtfa dim vao cac 
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cong thiic, moi phan mem deu c6 dac tfnh rieng, bat ky 
luc nao phat trien phan mem deu can dac biet co gang 
mdi dUdc. Nhung ngUdc lai, thanh cong trong phat trien 
phdn mem la dieu vui sitdng nhat: can phai hieu ro nhu 
cau khach hang, can phai xay dung nhom phat trien 
vdi hieu qua cao, dinh nghia san pham phan mem e&n 
dua tren Idi ich kinh te thi trUdng, dong thdi chudng 
trinh phan mem phai chinh xac khong co loi. Sau do, 
khi san pham 16n da ra dbi, gay tieng vang tren thi 
trUdng, cac phuong tien truyen thong khong ngiing gidi 
thieu san pham cua ban, khach hang mang tien den 
tranh nhau mua. 

Dung vay, dieu nay hoan toan co the xay ra, cuoh 
sach nay cho ban biet bi quyet phat trien phan mem 
thanh cong, nhtfng bx quyet nay dUdc viet lan ludt giup 
ngUdi doc de nh6, dong thdi cung thiet thiic - sue tich 
nhung co tac dung ldn - co anh hudng rat ldn den dinh 
nghia, phat trien va kinh doanh san pham phin mem. 
Hoan thanh san pham phan mem tot lai dung ban la 
rat kho, nhung khong co nghia la khong lam dUdc. 
Cuoh sach nay co the lam thay doi quan diem cua ban, 
nhijfng nhan to trude day ban cho la quan trong co the 
khong dang de ban quan tarn. PhUdng phap va trinh tU 
phat trien, nang lUc ky thu&t lap trinh tot v& cong cu 
phat trien, cung nhif each quan ly deu co anh htfdng rat 
ldn den thanh cong hay th&t bai trong phat trien ph£n 
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mem, nhung viec nhtfng nha quan ly co thl thUc hien 
dUdc cac quan diem gi6i thieu trong sach hay khong 
mdi la nhan to co tmh quyet dinh. 

Phat trien phan mem la cong viec rat phong phu, 
va cuon sach nhan manh den tmh chinh the cua cac 
nguyen tac. Toi cho rang, neu phat trien phan mem la 
mot hang muc co the lam theo tien do hoac chi 'lc nang 
nhat dinh, khong b&ng noi do thuoc loai giac quan thil 
sau. Toi khong coi nhe tarn quan trong cua to chiic hay 
sil hdp tac ma muon chi ra cac boat dong tam ly phtic 
tap an trong mot to chuc dang phat trien, bao gom y 
titdng sang tao, nang luc, ky thu&t... day chinh la 
nguon cam hilng sang tao, la nang liidng cua nhom 
phat trien. Neu biet diia vao san pham ph£n mem mot 
each thlch hdp, se lam cho phin mem cang trd nen dac 
sac, khac hin nhiing phan mem hien co. 



Tren be mat tUdng chi/ng nhif yen tTnh, thuc chat phat tri^n 
phan mem dev hien done 



y tu*6ng phAt trien phan mem 


Phan mem la san pham tri tue, ve cd ban phat 
trien phan mem la mot Joai d&u tii tri tue, moi bit 
thong tin tren CD hay dia ciing deu la ket tinh tri tue 
cua nhom lap trinh. Tri tue chiia trong phan mem cang 
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16n, gia tri phin mem cang cao, cang dude thi trudng 
chap nhan; phln mem tot se khong can nhieu chi phi 
cho quang cao va tiep thi, ban than da thu hut dude rit 
nhieu khach hang, dem lai ldi ich cho ngUdi sang tao ra 
no cung nhu ngUdi s xl dung. 

Giam doc hay trudng nhom phat trien phin mem 
can co mot quan niem dung ddn, do la chuyen trong 
tam cua hoat dong, phat trien phan mem vao qua trinh 
dua tri tue tti ngUdi vao may tinh. Da so trufdng nhom 
phat trien ph£n mem deu khong co nh&n biet dung 
d&n, cho rang cong viec cua ho dai loai la thiet ke, kiem 
tra phan mem, xay dung he thong tep tin, tiep thi san 
pham, ... nen coi trong viec quan ly qua trinh phat trien 
phan mem. 

Viec hieu nham nay la nguyen nhan chinh dan 
den khong lam dung tien do. Du chit lUdng ph6n mem 
tot hay dd thi no van khong ra mat dung han, viec de 
lac hau nay din dan trd thanh thoi quen. Loai phin 
mem lac Mu vi khong dung tien do nay thUdng dUdc 
goi la °phan mem bong bong’ 1 bdi chung co the di vio 
quen lang bat cU luc nao. 

ThUc te nhiem vu quan ly phat trien phan mem la 
phat buy day du va thich hdp tri tue cua thanh vien 
trong nhom. Tri tue nay la tri oc triiu tUdng cua con 
ngUdi nhu site sang tao, tri thong minh, hieu suit, ... 
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Trong tam cua san phim tri tue la ban phai dung 
phudng thr tc thong minh de ket hdp tri tue cua mot 
nhom ngifdi, day cung la phan kho khan nhat trong 
qua trinh phat trien phan mem. 


Mu6n hoan th^nh san phlm Icrn dung han, can phai co si/ 
loan tam toan y cua moi ngi/cfi. 

Gia su ho trd ve tai chinh khong la vin de quan 
trong, ma dieu cin chu y la sU doc stfc cua ca nhom, stf 
ket hdp tri tue httu hien gitia cac thanh vien. Cac quan 
niem va nguyen tac cd ban trong sach deu rat de hieu, 
chi la nhufng kien thdc thong thUdng. Muon tong hdp 
tri tue cua nhom, can phai thi/c sii lam dude ba viec 
sau: Khdi phat suy nghi cua nhom, nam hitdng suy 
nghi dung din, suy nghi co hieu qua. Neu ban da tham 
gia nhutng nhom tri tue nhu vay, co the ban da phat 
hien ra ba bi quyet quan trong nay. 

Vay rot cuoc van de la d cho nao? Nguyen tac 
quan ly phat trien phan mem ddn gian nhtf v&y, thi tai 
sao vin co rit It trUdng hdp thanh cong. 

TrUdc het chiing ta hay xem qua mo hinh v&n 
dung tai nguyen con ngddi d hau het cac doanh nghiep. 
Thong thifdng, tai nguyen con ngUdi d cac doanh nghiep 
dtfdc dau tu vao hai linh vUc: Mot la hoat dong tri tue 
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co tfnh sang tao thuoc loai thiet ke ho&c ke hoach; Hai 
la hoat dong may moc co tfnh lap lai, thuoc loai san 
xuat hoac thi cong. Cho den nay, da so^ cac doanh 
nghiep deu dung tai nguyen con ngitdi vao hoat dong 
may moc co tinh lap lai. Tuy mot co xe, mot toa nha hay 
mot con duong deu co sii dau ttf trf tue, nhitng so v6i 
toan bo tai nguyen con ngtfdi thi van chiem ty le thap. 

V6y chung ta hay xem, lam the nao de to cho(c 
mot doanh nghiep vdi trong tam la hoat dong may moc 
co tinh lap lai. "Hieu qua la tren het'\ dung v&y, tat ca 
cac gia tri gia tang deu bat ngudn tit day. Henry Ford 
difa ra quan niem "day chuyin san xuat'\ md ra mot 
lich s \1 mdi trong phat trien cong nghiep the ky 20, tit 
do t^Tt ca cac hoat dong san xu&t deu nhtf mot co may 
ldn khong tinh cam, r&p khuon, khong ngitng lap di l&p 
lai: nguyen lieu khong ngirng dita vao tit mot dau, san 
pham tit ddu kia khong ngitng di ra. De quan ly co may 
16n nay, to chiic quan ly phan ldp da ra ddi. Moi ngitdi 
trong to chtic nay chi nhit mot con oc nho, noi dung 
cong viec bi bo hep trong mot pham vi da dtfdc xac dinh. 
Chi can moi thanh vien no luc trong cxtdng vi be nho 
cua minh thi hieu qua tong the se dat dilcJc mile cao 
nhat. 

Nhitng san xuat phiin mem hoan toan khong nhtf 
v6y, vi do la san ph£m tri tue vo hinh chii khong phai 
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thtfdng ph&m htfu hinh, hoat dong may moc co tmh lap 
lai chi chiem ty le rat nho, con hoat dong may moc co 
tinh sang tao mdi co gia tri quyet dinh. 

Viec dong goi ph§n mem tai xtfdng sao chep 
khong ddn gian, nhtfng cung khong kho hdn cac san 
phsim tieu diing thong thtfdng khac (vi du may chup 
anh). Khong nghi ngd gi ntfa, thach thofc ldn nh£'t cua 
cong ty ph&n mem la san pham hoan chinh d&u tien, 
qua trinh sang tao phiin mem rat phtic tap va day thay 
doi, chi can lam ra dtfdc mo hinh la cac viec khac se trd 
nen ddn gian. 

Tinh phtfc tap va thay doi trong san xuat phan 
mem xuat hien do ban chat hoat dong tri tue co tinh 
sang tao. Da so^ cac to chtfc xi nghiep khong phai dtfdc 
thanh lap de khuyen khich ttf duy, do do ban phai thay 
doi mo hinh to chtfc, con dtfdc goi la tai tao doanh 
nghiep mdi co the xay dtfng dtfdc moi trtfdng phat trien 
phan mem thich hdp. 

Trong cuon sach nay, ban se nam dtfdc hinh thai 
tarn ly tong the cua mot cong ty phan mem thanh cong 
- Microsoft. Doi vdi nhtfng giam doc muon nam dtfdc 
lich trinh phat trien phan mem, dieu nay rat quan 
trong. Doi vdi lap trinh vien, viec hieu dtfdc y nghia 
then chot cua lich trinh cung quan trong khong kem, 
Dong thdi, neu moi thanh vien nhom l&p trinh khong 
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hieu dude tinh toan cue cua ke hoach phat trien phan 
mem thi cong hien cua hp chi han che trong cong viec 
dude giao, va trd thanh "may" san xuat phan mem. Do 
chinh la si i lang phi tai nguyen nhan luc va tri tue. Neu 
ban muon ph&n mem hoan thanh dung han T c&n phai 
lam cho moi thanh vien don tam tri vao viec nay, va 
duy tri cho den khi hoan thanh san pheJm. Day la 
nhiem vu quan trong nhat cua giam doc phat trien 
phan mem, cung la nhU de chinh cua cuon sach. 

BON THCJl KY PHAT TRIEN PHAN MEM. 

Qua trinh phat trien phan mem chia thanh bon 
giai doan: 

Giai doan bo cue (Opening Moves) bao gom dUa 
ra chien lUdc thi triidng hdp ly, thiet ke san pham, ke 
hoach lap trinh va tat ca cac cong viec md dau khac. 
Thach thde lbn nhat cua giai doan nay la xay dung 
nhom lap trinh trong khi moi thh dang be bon ngon 
ngang. Cung giohg nhu nude cd dau tien tren ban cd, 
tao cd sd cho ca mot qua trinh. Toi goi ngay d&u tien 
lam cong viec nay la "ngay hanh dong” (Moving day), 
day cung chinh la cao trao cua giai doan bo cue, cac 
hang muc dUdc bat dau. 

Giai doan gitia (Middle Game) chiem hau het 
thdi gian trong ca qua trinh, quyet dinh su thanh bai 
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cua phan mem. Giai doan giUa c6 the so sanh nhtf 
Thanh kinh da mo ta, trong 40 nam trtfdng gian kho, vo 
so no le va giao dan co tin ngiidng kien dinh, diidi sU chi 
dao cua Yahveh (Gie-ho-va) da xay dtfng nen mot 
vUdng quoc xinh dep tren sa mac hoang vu. Hang muc 
phat trien phan mem thtfdng khong can tdi 40 nam, 
nhtfng nhutng kho khan va cong stic bo ra, lam cho 
ngitdi ta cam thay th&t sd phai lau nhu vay. Mot nhom 
ngddi kien tri den dlch se giong nhu mot the song thong 
nhat day ky dieu, ngoai tarn niem va cong hien kien 
dinh ra,.chi can sdm hoan thanh san pham, thoat khoi 
giai doan "ac mong" nay la diidc. 

Giai doan hoan thanh (Ship Mode) la canh ctia 
thoat khoi bien kho. Cung nhtf dria tre ra ddi vay, day 
dau ddn va lo lang, nhilng khong the tranh khoi. Can 
phai qua giai doan nay, ph&n mem mdi co mat tren thi 
trudng. Dieu lam moi ngUcfi ph£n ch&n nhat la niem 
vui khi san pham hoan thien, la cao trao cua giai doan 
hoan thanh, cung la noi dau cuoi cung phai trai qua. 

Giai doan cong bo (Lauch) la thdi khac cua 
khong khi kinh doanh, ph&n mem dtfdc cong bo^ ra ddi, 
ban phai lua ducJc an titdng sau sac va kho phai trong 
tarn trl ngddi sd dung, toi thieu la van nh6 den ban khi 
phien ban mdi diidc phat hanh sau do. Qua giai doan 
nay, ph^n mem mdi dddc coi nhd giao den tan tay 
ngddi sd dung. 


26 



NEU BAN KHONG LAM TRONG UNH VlfC PHAN MEM. 

Co the ban khong lam viec trong link vitc phan 
mem, cuon sack van rat co gia tri tham khao. Tuy trong 
tdm ve phdt trien phan mem y nhiing noi dung deu la 
kinh nghiem thtic tien cua tdc gia, trong do cac nguyen 
tac nguyen ly c0 ban nhat co the thich hgp tat cd cac 
llnh vUc khac, tin rang ban se de dang hinh dung ditac 
noi dung cua cuon sack giong vdi moi tri/dng cong viec 
md ban dang gap phai . 
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Rat nhieu sach ban ve phat trien phan mem deu 
gia sU ban dang d trong mot tinh trang ly tudng: nhom 
phat trien rat chii tarn va doc het stic hoan thanh cong 
viec, dong thdi hieu ro ban chat cua nhiem vu; ho thu 
thap dtfdc cac thong tin hoan chinh, xay dung quy each 
thiet ke, va khong ngtrng cai tien san pham; ho mdi 
ngudi sii dung tham gia, ngUdi sii dung se hdp tac tot, 
va cung nhom phat trien phan tich nhu c&u sit dung. 
Moi viec deu dude hinh dung rat thu an ldi. Nhung dang 
tiec la trang thai ly tubng do khong co trong thuc te, 
trong hang muc phat trien phan mem co the ban se 
khong nhin thay bong dang cua nhulng canh tUdng 
thu&n ldi mk chi la hang loat cac van de dau d£u. 

Khong chi co van de ma con co nhUng thach thhc 
dang sd. Nhulng cong viec cua nhom phat trien ph£n 
mem xuat sac lam trong giai doan bo cue nay rat nhieu, 
co the phan- chia thanh 5 pham tru: to chdc, canh 
tranh, khach hang, thiet ke, phat trien. Cong viec trong 
giai doan nay rat da dang, dong thdi trong moi chi tiet 
deu co the tong hdp, bao ham cac ket qua mong muon. 
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TO CHUfC NHOM PHAT TRIEN 

To ehtfc, la viec ket hdp nhom ngtfdi thlch hdp 
dam nhiem cac cong viec sau va tham gia thiet ke: 

Quart tri dU an (Program Management) phu 
trach xay dtfng lich trinh phat trien, lien he doi ngoai, 
tim kiem ho trd ky thuat. 

Bao dam chat litong (Quality Assurance) kiem 
tra va danh gia chat ltfdng ph&n mem. 

Phat trien chitctng trinh (Development) viet 
chitdng trinh, tim loi. 

Qudn ly san phdmIMarketing (Product 
Management/Marketing) phu trach dinh vi san pham, 
truyen thong tin chmh xac cho khach hang, ke ca cong 
bo^ san ph^m ra ddi, lien he vdi gicfi truyen thong. 

Van ban he thong va dao tao ngxibi &ii dung 

(Documentation/User education) dam nhiem viec sii 
dung tir ngii chinh xac de bieu dat hitdng dan sii dung 
san pham. 

Chu y: Thiet ke d day la chi thiet ke san pham 
phdn mem, chti khong phai ddn thuan la thiet ke 
chudng trinh ma moi ngtfdi goi la ’’lap trinh vien". Thtfc 
ra tit nay dtfdc dich til programmer, tuy cung ttfdng 
dudng vcli "thiet ke", nhtfng cong viec chu yeu co tlnh 
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thi cong, thuc thi chii khong mang tmh nghe thuat. 
Thiet ke (phat trien) san phim phin mem rong hdn 7 
bao gom thiet ke muc tieu, dinh nghia cac chtic nang 
cua san pham 7 dap ling cac nhu cau gi 7 khach hang muc 
tieu la ai? cin phan ciing va he dieu hanh nao? 

Ban khong nhit thiet phai chia nhom phat trien 
thanh nam bo phan (mac du toi thay day la each lam 
dem lai hieu suit cao nhat), nhiTng nhiing cong viec 
nay phai chac chin co ngudi phu trach. Dieu cin chu y 
la bo phan nao cung tham gia vao thiet ke 7 do do moi 
thanh vien deu hieu ro rang va chinh the ve hang muc 
dang lam, lam dong nhat muc tieu cua moi thanh vien. 

Neu nhom phat trien khong the hdp tac, luon co y 
kien bat dong ve muc tieu de ra thi cong viec diu tien 
phai lam la tim ra nguyen nhan chfnh gay mat doan 
ket. 


NHAN VIEN QUAN LY CHAT LUdNG CO THU0C 
NHOM THIEU SO? 

Neu nhan vien bao ve chat liidng cho ring cong 
viec cua ho la kiem tra chudng trinh, con nhan vien 
phat trien cho ring cong viec cua ho la viet chudng 
trinh cho nhan vien bao ve chat lifdng kiem tra, thi 
phai can th&n. Tinh trang nay se lam tach rdi hai bo 
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phan, cam giac vtfdt troi cua nhan vien phat trien se 
lam cho nhan vien quan ly chat ludng cam thay minh 
thuoc nhom thieu so. Chtic nang chmh cua nhan vien 
quan ly chat ludng la khong ngting giam dinh va danh 
gia hien trang san ph£m, chat htdng va chtic nang san 
ph^m co tuan theo muc tieu da de ra khong, de cho 
nhan vien khac tap trung vao nhiem vu cua ho. 

Cong viec danh gia cua nhan vien quan ly chat 
lufdng la mot mit xich co tmh chinh the, co tinh lien tuc 
trong hoat dong phat trien ph^n mem. Bao cao danh 
gia tot ve ban chtft c&n phai phan tfch khach quan va co 
tieu chuan do ltfdng, nhtf vay mdi co dvfdc san pham 
phan mem phu hdp nhu cau thuc te. Khong dude bo 
qua diem quan trong nay vi trong qua trinh phat trien, 
nhan vien phat trien co the vo y xa rdi nhu cau thUc te 
do co mot so" van de phat sinh hoac do linh cam nao do, 
tam thdi quen m£t chtic nang c£n co cua san ph&m. 
Trach nhiem cua nhan vien quan ly chat lUdng luc nay 
chmh la dam bao chat ludng, dung each nhin nhan thuc 
te, khach quan theo hudng thi trUdng, khong ngiing 
kiem nghiem san pham. 


AI THIET KE SAN PHAM? 

Neu giam doc du an, giam doc san pham va nhan 
vien phat trien khong ngftng tranh luan ai co quyen 
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thiet ke san pham thi day la nhdm phat trien toi, chi 
bict dc y don quyen 1 tfe cua minh; trong khi do. uy 
quven thqc te bat nguon tti viec co nam vrfng tinh trang 
hien tai hay khong. Muc dfch thiet kc' san phaim la dua 
nhung y tudng hay nhat vao san ph£m. ck n dUdc kiem 
tra thuc te trade khi thuc su bat dau da an. Dieu tra thi 
tracing la each lam tot nha, khong cAn nhieu thdi gian 
va chi phi co the nhanh chong dep yen tranh luan cua 
moi ngadi ve thiet ke san pham. Dadi day chung ta se 
thao luan each tang sq hieu biet ian nhau, day cung la 
mot trong nhOng phitting phap dc giai quyet van de 
nay. 



Cuoc chien tranh gianh quyen lac se lam long da con ngadi 
trd nen hep hoi, luon canh tranh chir khong hop tac. 



Tranh luan ve thiet. ke san pham ehfnh la cudc 
chien gianh quyen luc, se lam cho long da ngadi ta trd 
nen hep hoi, tit do se khong hdp tac dude vdi nhau. 06 
the se co ngadi cho rang san pham con thieu chdc nang 
nao do, ket qua trong tarn trd thanh chiic nang chu 
khong phai ban than san pham do. Ngadi lanh dao tai 
nang phai coi tranh luan la tricu chdng co van de cua 
to chdc, tii do di tim nguon goc cua van de de lam trong 
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tai. cho cuoc tranh luan nay. Trong phUdng dien nay, 
kinh nghiem cua tdi lai ngUdc han vdi cai dude gqi la trf 
tue trong truyen thong, toi thay ring dung quyen quyet 
dinh ai co quyen thiet ke san pham se khong co tac 
dung gi ca, mac du co thay doi dutdc quyen thiet ke s?in 
pham chfnh thutc hoac co mot chut tac dung gi do. 

Noi thuc, ban ve chu de ai co quyen, ai phu trach 
that khong co gi hdng thu lam, hdn nha giai quyet van 
de nay rat mat thdi gian. Trong nhom to chic kien toan 
moi ngtfbi deu co nhiem vu thich hop; hdn nuia, ngoai 
viec dam nhan cong viec cua minh ra, moi ngUdi con 
dam nhiem cac vai tro thong thudng, dieu nay cung 
dude ngUdi quan ly dong tinh, do do moi quan he giQa 
vai tro va nang lUc se trd nen hai boa. Vai tro thong 
thudng sc lam cho nhom hdp nhat, ho trd lan nhau. 
Nliom dUdc can bing, ranh gidi quyen giua moi ngUdi 
cung nhu quan he cua hang xom lang gieng do do moi 
ca nhan deu dUdc ton trong, hieu qua tong the cung 
dUdc nang cao. To chric can bang nay dUdc hinh thanh 
mot each tu nhien, neu can thiep manh vao se co nhCtng 
tac dung phu. Neu moi quan he giua cac thanh vien 
nhom khong the hai hoa T ngufdi lanh dao phai phan tich 
ra nguyen nhan. Thong thudng neu phan chia ldi fch 
khong cong hang, hoac nhieu ngUdi cung tranh nhau 
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mot ldi ich, hoac thu lao khong xdng dang se dan den 
tinh trang mat can bang; doi khi viec quan ly khong 
linh dong lam cho thay doi nhan sii, hieu qua cung se 
khong oao. 

Trudc khi bit dau bat ky mot dU an nao, giam 
doc dil an can phai hieu dude nen lam ro van de gi 
trong nhom, nhit la nhom co tfnh bien dong (team 
dynamics). Moi thanh vien trong nhom can hieu ro 
minh phai lam gi, co nhufng tU lieu gi, muc dich d dau 
giam doc. du an cung phai xay dung nhom do minh dan 
dat can nhu the nao, can lam gi de "kfch hoat 11 nhom. 
De lam dude nhu vay, chung ta bat dau vao nguyen tac 
dau tien. 
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NGUYEN TfiC 1: XflY DUNG MUC TIEU CHUNG 

Establish a shared vision 


Co the vdi ban dieu nay khong can phai noi nhieu. 
nhung day chfnh la van de kha kho khan. Moi thanh 
vien trong nhom, deu phai hieu ro chung ta can lam gi, 
san pham lam ra se nhtf the nao, chicn lUde san pham 
cd ban la gi. luc nao phai hoan thanh. Neu co each nhin 
nhan khac nhau ve muc tieu chung thi phai thong 
nhat, chti khong dude coi nhif khong co chuyenj gi xay 
ra. Nhan thde chung thong nhat la dieu toi can thict, 
neu khong phan mem sc khong hoat dong tot, nhieu 
vice trd nen phuc tap va khong giai quvet dupe. 

Co rat nhieu pint cm g phap xay clung muc tieu 
chung, tit thai cUc doc doan den thai cUc buong long tU 
do, nhUng tritbc khi ban den cac pbudng phap nay; efin 
phai noi ro muc tieu la gi. hdi hien nay xay dung muc 
tieu la mot trong nhQng diem de ctanh gia nang luc cua 
lanh dao. Noi mot each ddn gian, muc tieu la hi vong 
chung, la hinh anh cac sU viec trong tUdng lai difdc ve 
ra. 

Til "muc tieu” hay dude cac nha chfnh tri va nha 
kinh te su dung. Bat cu nipt nha lanh dao tot nao deu 
co trach nhiem tao muc tieu cho nhfing ngUdi cap dufdi. 
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Thco quan diem cua toi, viec nam vQng va hieu biet ve 
trang thai tarn ly cua thanh vien chinh la khcfi dau cua 
muc ticu, sau do trong nhung trang thai tarn ly phuc 
tap do nha lanh dao phai thau hieu, uon nan va xay 
dung diem chung, dua dac diem ca nhan cua ngUdi lanh 
dao vao, lam dan mat di ranh gidi phdng ve gitia lanh 
dao vdi cap dubi cung nhu giOa cac thanh vien trong 
nhom. Co muc. ticu chung mdi tao dung dUdc cam giac 
quy tu, cam giac thong nhat, moi ngUdi se co cam giac 
tat ca la mot chinh the, day la nen tang tam ly trong 
khong khl lam vice cua nhom. 



Cam giac quy tu thong nhat, se loai bo hanh vi chi biet co 
ban than. 


Thong tliUdng, ngUdi lanh dao co the lay dong 


tinh cam dua vao kinh nghiem chung, dung cac hinh 
thtic khac nhau dc cho cac thanh vien biet: qua khU cua 
chung ta la the nay, hien tai la the nay, va tUdng lai se 
nhu! the nao. 


Du co lich sU chung hay khong, "nha lanh dao 
thanh cong" co the tao ra tieng noi chung trong nhom, 
con "ngUdi kfch dong quAn chung'' lai khong lam dude 
nhu vay. Khi y kien thanh vien khac vdi y kien cua 
ngUdi lanh dao, phan ung thudng gap la khong phan 
doi true tiep, ma: "Dung rdi, chung toi cung cho la nhu 
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vay. nhung chung ta phai Jam nhu the nao?'\ Luc nay 
c^n phai no luc, khuyen khich hay thoa hiep. NgUdi 
lanh dao can phai tU hoi: "Neu nhu ho lanh dao; ho so 
lam nhU the nao? Lam the nao de chuyen cac tam tU 
phtic tap cua ho thanh dong luc thanh cong ?". Nhung 
dap an se giup ngUdi lanh dao giai quyet dude hau hct 
moi viec. 

Nha lanh dao nhin xa trong rong co the nghi ra 
mot trien vong tot dep, mong moi ngUdi chiu kho xay 
dung; con ngUdi kich dong lai bat man vdi hicn thiic. 
Nha lanh dao nhin xa trong rong co the lanh dao thanh 
vien vcli cac suy nghi khac nhau no luc hudng ve mot 
muc tieu chung, co khi vut bo nhflng Idi (ch trudc mat 
vi nhung ke hoach lau dai; con ngUdi kich dong lai chi 
mong co dUdc ldi ich trudc mat. 

Nang luc lanh dao va muc tieu bat nguon tU tieng 
noi chung gifla lanh dao va cac thanh vien nhom; neu 
khong muc tieu se la khong tUdng, va cung khong the 
dan dat moi ngUdi di den thanh cong. 


CAU CHUYEN VE BAN NGON NGLT LAP TRINH CUA 
MICROSOFT 

Tinh hinh ban ngon ngii lap trinh cua. Microsoft 
nam 1992 khong co may khd quan. Thang 4 nam do, 
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Microsoft cong bo C7. C7 mat hdn hai nam phat trien 
nhieu lan khdng dat tien do va chat litdng san pham 
kem. Trong khi do doi thu cua Microsoft Idi dung cd hoi 
nay, co ditdc danh gia tot vitdt tren C va C* + cua 
Microsoft. C7 co rat nhieu diem bat cap khdng du de 
canh tranh , dii no ditdc dong goi dep } gia ha, kho ham 
so (class library) xudt chung MFC 1.0 va trinh hien dich 
(compiler) tuyet vdi cua Microsoft . Nhhtng tfu diem nay 
chi giup cho Microsoft duy tri ditdc phdn mem nay, 
nhitng phien ban nang cap khdng the khdng co thay ddi 
Idn . 

Nhom phat trien C/C* 4 cua Microsoft trai qua 
nhieu nam bat Idi , rleng giam doc dit an da phai thay 3 
lan. Denis Gilbert la giam doc phat trien tai nguyen 
mdi, con toi la. giam doc bo phan kinh doanh kiem 
hit&ng dan ngititi sit dung; tuy tritdc day chung toi chita 
he lanh dao nhom dong nhit vay (hdn hai tram ngitbi), 
nhitng cd hai deu tran day y chi tien thu , mong lam 
ditdc viec ra tro. Teff Harbers quan ly nhom nho AFX, 
nhom nay co nhieu lap trinh vien tinh luyen cua 
Microsoft , phu trach cung cap cong cu kho ham so u xem 
la ditdc 14 (What you see is what you get, WYSIWWYG) 
cho san pham C/C ++ . Ho cd rat nhieu kinh nghiem 
dang quy, ditdng nhien sit chenh lech ve van hod giita 
hai nhom luc bat dau hdp tac kho tranh khoi chut va 
chqm . 
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Bo phdn ngon right lap trinh la bo phan lau ddi 
nhdt ciia Microsoft, san phdm dau tien Id trinh bien 
dich BASIC do Bill Gates va Paul Allen viet. Khi 
Microsoft xam, nhap vao link vitc phdn mem he dieu 
hanh va itng dung , tinh quan trong cua ngon ngit lap 
trinh da giam di dang ke. Sau khi Microsoft chuyen 
hit&ng trong tdm cua minh , tuy san phdm ngon ngit lap 
trinh van chiem itu the, nhitng cac cdng cu ho trd ngitdi 
lap trinh lai khong bang cac doi thii canh tranh. 

Nam 1992, hau het cac can bo can cap cua 
Microsoft deu mong muon chan hitng bo phan nay, co le 
do ho dd bo qua kha lau rot, toi khong co y trdch cut ho, 
nhitng toi dodn da phdn Id do Microsoft phdt trien qua 
nhanh. Nhitng du the ndo, dieu nay cung lam cho trdch 
nhiem. cua toi va Denis Gilbert cdng ldn, chung toi cdng 
quyei tdm I dm that tot nhiem vu nay. 

Ap htc va ky vong doi udi chung toi khong chi den 
tit cap cao cua Microsoft , ma con tit nhitng danh gia. cua 
cac tap chi chuyen nganh va trdch mac cua ngitdi sit 
dung, tham chi cac dong nghiep trong noi bq Microsoft 
cung coi thitdng bo phan nay. Moi ngitdi deu bdo chung 
toi thieu muc tieu, la mot dam 6 hdp, neu khong thi 
cung che citdi chat htdng C7 cua chung toi, thdi han 
hoan thank thitdng xuyen hodn lai. Ngay ca email cua 
Bill Gates cung kem theo mot cau - bo phan ngon ngit 
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lap t.rinh La nhom ngtfcii dot nhat Microsoft. Tat ca 
nhitng dieu nay khong chi lam mat mat , ma chung toi 
can phdi lam gi do de tkay dot. 

Nglii vc nhitng ngay thdng phdt trien vd hang 
dong cdng vice cua. bo phan nay , chung toi (chu ye'u la 
Denis Gilbert) phdt hien bo phan luon co uai Idi sau: 

■ Khong the hodn thanh nhiem vu, do chung toi 
khong co dil ndng litc can thief . 

- Dit co hodn thanh ede cong vice dung han, thi 
van mat thi tritdng. Chung toi khong tranh khoi bi gidi 
truyen thdng phe binh , hoac ngitdi sit dung ca than. 

- To chat con ngitdi vd so lltdng chung toi chi lam 
ctifdc 1 di/ an, nhieu nhat la hai. 

Bitdc dot pha ddu tien 

Denis hoi qua y kien cua tat ca ede gidm doc , yen 
cau ho ddnh gia vi ede dit an, phdt hien ra ai cdng cho 
rang Caviar la dit an quan trpng nhat. Caviar chink, la 
oiet tat cua kehoach Visual C + * for Windows 3.1. Chung 
toi ket luan , chi can lam tot Caviar , lai dita ra thi 
tritdng dung luc la se gianh chien thdng trong chien 
dich nay ; tham chi con chien thdng mai ve sau. Dit an 
quan trong thii hai Id : Barrauda, thi/c chat chink la 
phien ban Windows NT cua Caviar. 
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Chung toi can lap ttic tang citdng hai dit an nay, 
may man Id cd hai deu co the hoan thanh, nhitng neu 
khong lam ditdc thi cung phai tap trung toan bo site hlc 
vao Caviar. Tat cd tdi nguyen ciia chung toi deu tap 
trung vdo Caviar , hy vong no thanh cong chiem linh thi 
tritdng Windows 3.1. 

The la chung toi liet ke tat cd cac du an til to den 
nho, yeu cau moi ngitdi chon du! an ma minh cho la 
quan trong nhat y de mong tim ditdc tieiig noi chung set 
bo. Nhitng Denis da khong coi trong nhan thiic chung 
nay y tham chi dng khong mdi thanh vien phat bieu y 
kien bdi dng da tit quyet dinh. Chung toi hieu ro Caviar 
nhat dinh phai thang, du hi vong mong manh nhitng 
moi ngitdi deu nguyen doc het site minh. 

Denis trieu tap toan the thanh vien y noi vdi moi 
ngitdi rang chung ta can danh bqi doi thii canh tranh 
nhit the nao. Chung ta can phai vitt bo cac dtl an khong 
quan trong , dong thdi phai tao lai cd cau. 

Khdi dau dien ra tot dep , nhitng dau sao day cung 
chi la khdi dau; cac dieu kien quan trong khac nhit 
nhan thitc chung , kha nang quyet doan, muc tieu ro 
rang; cam giac thoa man ve tarn ly cua thanh vien,... 
van chita dat ditdc. Denis thdy toan bo nhom , kho co the 
danh bqi ditdc doi thu ma cam thdy dau kho va cau 
gian. Ban than dng cung co litc thuc day , muon chinh 
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don tot moi viec . Ong cam nhdn ditdc rang chi co dita ky 
vong chien thdng vao trong nhom y tat ca thank vien ndi. 
co the ndi: "Chung ta phai chien thdng". 

Caviar co the trd thdnh Visual C ++ cho Windows 

3.1 

Denis quyet tarn thoi thuc thdnh vien, Caviar 
khong the khong thdng. Tuy moi ngitdi phdi chi a hy 
sink cho d\I an y va Denis da gay ditng ditdc dieu kien 
"can" de thdnh cdng, nhitng van thieu dieu kien "du\ 


Cac van de lien tuc nay sinh 

Mot dam ngitdi chita he ditdc tqo di/ng thdnh 
nhom chung toi khong the vitctt bo phan lam to chitc trd 
nen an y nhip nhdng, htin nita phitcftig thiic quan ly uy 
quyen ban dau con d trong giai doan non ndt. Chung toi 
khong co ke hoach cho cac phien ban nang cap , cung 
khong co quy hoach ky thuat chi tiet, cung khong co 
kinh nghiem thiic te de tham khao. Hdu nhit ai cung 
dank gia cao kha nang hoan thdnh san pham dung 
han, ke ca doi vdi muc tieu mdi md chung toi vita xay 
di/ng. Nhitng du sao chien hide "bo xe gift tit&ng" va vier 
cai to da thitc sit dem lai site song mdi cho bo phan cua 
chung toi, nhitng ket qua van chita biet rd } chung toi 
van chita biet hoan loan co hieu qua khong . 
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Vdi thang trdi qua, sit thitc cho toi thay Caviar 
thitc sit khong the hoan thanh dung hqn, nhting sit thitc 
cung cho thay khong the khong hoan thanh dung hqn. 
Chung toi da quyet dinh cong hd Visual CV + LO trong 
trien lam phdt trien phan mem i (Software Development' 
93 West) ndm. 1993 , dong thdi tung sdn pham khap 
ditdng phd de ddi thu cqnh tranh khong kip phan ting. 
Day la mau chdt thanh cong ciia chung toi , cung Id mau 
chdt de chung toi tin ttidng , hqn cuoi ciing la 
22/02/1993. 

Tuy vdy y cong inee phdt trien phcin mem hie nay 
nhit mot md bong bong. Chung toi khong ngting dita 
them vao cac chtic nang linh tinh, dieu tot Id chung toi 
khong ngting nang cao kha nang ciia he thong , dieu dd 
la hau nhit khong the xdy dting thanh san pham hoan 
chink, tham chi khong the mdi ngay hoan thanh mot 
tep tin thitc thi. Nhan vien phdt trien coi quan ly chat 
litpng nhit cong viec "hac am", mdi ngay quang mol mo 
hinh mdi cho ben quan Ly chdt litdng, khong can quan 
tdm ho phai ton cong stic kiem tra nhit the ndo. 

Dai the tritdc khi tung sdn pham ra bon thang , toi 
dd ditctc Harbers canh bao> anh ta chan thanh cho toi 
biet neu toi thitc sit muon lam tot sdn pham nay, can 
phai thay dot mot so each lam. Anh ta giup toi hieu 
rang , ngoai toi ra khong ai co the ngan toi lam viec can 
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phdi lam. Toi hieu rb mirth can phdi Idm gi, chi vi mot 
so ly do (da so Id ly do ca nhdn) md do dit khong quyef 
Luc do toi Id giam doc kinh doanhtuy da Idnh dao 15 
did an tqi ho phdn nghien citu phat trien (R&D) cua 
Microsoft , nhitng chita he tham gia nhom C 4+ , neu toi 
khong co bieu Jiien tot thi toi chuan hi trd t.hanh vi giam 
doc tint ha phdi khan goi ra di. 

Harbers dd cho toi thay minh that sa sot. Toi lhay 
rb moi vice dang rat met ho, toi phdi co trach nhiem 
thay doi chit khong phdi Ian trdnh. Harbers cung khong 
ne trdnh hay che giau, nbi thitc van de vd cuoi cung 
nhitng Itii not cua anh ta da lam toi "tinh giac". 

Toi vd Denis thdo luan ve khb khan trittic mat, 
Thitc su' chung toi khong diet phdi lam nhit the nao cd, 
nhitng deu diet rang khong the khong edi to mot each 
triet de. Chieu horn, do chung toi md cube hop nhb, dieu 
nay that khong binh 1 hitting, bat hang dong ngittii tap 
trung chi de cong bo mot viec rat nho . Dung vqy, chung 
toi m.uo'n thay doi suy nghi cuai moi ngittii. 

De chien thang chung toi da. co gang giam btit ede 
ganh nang khong can t.hiet , nhitng van that bai tren thi 
tritting, khong so diteic vtii cac sdn pham cung loai cua 
doi thu. Chung toi da nem nhieu miii vi that bai - 
thuting xuyen lam ra sdn pham chat htdng kem vd 
khong dung ky han - md ro rang chung toi nhan thay 
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mirth co the lam tot hctn. Chi cart chung toi dong tarn 
hop site, chung toi se lam di/rJc sdn phdm tot dung ky 
han; khong co ai co the ngdn can ngoai ban than chung 
toi (dilitng nhicn cung co mot so nhan to khong ro). Toi 
cang nghi den hoan cdnh tritdc mat, va y nghla cua no 
dot vdi chung toi , doi vdi Microsoft , cang cam thay y chi 
cao h.ctn. 

Chung toi co y chi , trdn day site song, chung toi co 
ditdc nhitng dieu kien can cua mot nhom thank cong, 
chi thie'u mue tieu chung. Toi co y nghi: chung toi khong 
chi phai dual kip lich trinh, ma con phai lam ra sdn 
phdm Visual CC + 1.0 vl dai, de cho tat ca moi ngitdi phai 
ngitdng mo, nhat la, nhitng nhan vien kinh doanh von 
s(J ban sdn phdm cua chung toi. Chtlng toi phai thay 
dot cue dien nay. 

Mong muon chien thdng cua toi rat Idn , nhitng 
dieu mau thudn la toi khong dam noi cho ede dong 
nghiep. Khong ai ngdn can toi noi ra y nghi cua minh, 
cung khong ai yeu cau toi noi ra, luc nay cam giac ca 
nhan hau nhit khong con quan trqng: Toi sO minh bi, 
che cit&i: "Anh la ai? Mdi den, lai lam kinh doanh ma 
doi day chung toi viet phan mem?" 

Nhitng ne'u co buon rau , khong lam gi do cho 
Microsoft thi chiu khong noi. Chieu hom do toi da noi 
cho tat ca thank vien biet cam nhan cua toi, dong thdi 
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cung hoi xem cam nhan cua ho; "Toi da, chiu fhat bai, 
cdc ban cung vay chit? Toi da, tham thia khi lam mot 
gidm doc dit an kem nhdt cua Microsoft; phe binh cua 
moi ngitdi ben, ngoai lam toi thdy xau ho, cdc ban co 
nhit vay khong? Visual C ++ la sdn phdm Idn, dang tit 
hdo , chang nhe cdc ban khong hieu ditdc dieu do? Toi 
biet chung la co the hoan thanh dung han , dong thdi 
danh bai ddi thu , chac khong chi minh toi nghi the chit? 
Chung ta se xay ditng ncn titdng lai cho Microsoft , 
chung ta can pkdi lam Idn, dung khong?". 

Ket qua, hdu nhit ai cung co cam nhan nhit vay, 
tranh nkau phat bieu bo sung. Cuoi cung toi da tong 
hdp ditdc muc tieu chung: Chung ta phai hoan thanh 
Visual C ,+ 1.0 dung thdi han, khong con gi quan trong 
hdn the niia. Tat ca tdi nguyeti se don vao muc tieu nay; 
cdc ky thuat khong can thiet khac se bo di, cdc dit an 
khac (he ca Visual C" cho Windows NT) deu tarn hocin 
lai, tat ca site ngitdi, lien bac vd may moc deu chii trong 
vao viec nay; dong thdi phai hanh dang ngay! 

Sau cuoc hop toi yea cau moi nhom nho toi thieu 
dita ra nam kien nghi cu the > de nghi moi ngitdi neu ra 
bien phap hoan thanh Visual C*\ dung ngay 22 thdng 
2. Sau do toi da lay ditdc rat nhieu y kien quy bau, 
trong chitdng 3 co rat nhieu quan niem deu lay tit Ian 
dong gop y kien nay. Hdn niia luc do moi ngitdi deu co 
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quyet tarn hoan thanh muc tieu , nen chu dong cho 
ngi/di. qucin ly biet Id nen lam gi, sau do ho tien hanh 
thvtc sit. Con tdi vd Denis chin track nhiem dam ban 
mfn tritbng Jam vice, chi can co Idi cho thitc hien muc 
tieu la chiing tdi deu cdgang ho tr<t y tham chi cd mot so 
each nghi co the thitc hit n md trdi vdi truyen thong, 
chang kan phong each qv.dn ly thanh vien lanh dqo 
(management led style). 

Tdi cam thdy , trong qua trinh thvtc hien bat evt dit 
an nao deu cd mot vdi "thbi diem man choV\ 1dm cho 
moi ngi/di co chung mot muc tieu , cd tieng ndi chung ve 
muc tieu do, cd nhdn biet ro rang ve cap do i/u tien cua 
cong viec. Sd di nhom Visual C' 1 Idn mqnh vd lanh dao 
xudt chung la khi moi ngittii nhut chi co the thay dot 
di/dc thai do cua ho. 

Tritdc tien co ngi/di thdy nhom cd van de, lien 
manh dan ndi ra. Harbers di/a vao kinh nghiem nhieu 
ndm cua mink, vdi nhiing hien thi/c doc dao, da nhin ra 
si/ hon loan cua chung tdi; tuy each lam. cua chung tdi. 
ve cd ban la dung, nhi/ng chi/a du. Tuy Harbers khdng 
cd nghia vu phai dd chung tdi nhitng anh van ndi thang 
ra 

Trong viec nay, Harbers dd khac phuc diidc nhi/dc 
diem cua con ngi/di. Thong thi/dng rat it ngi/di chu 
dong giup dd ngi/ch khdng yen cdu giup dd, nhat la 
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trong vi.ee phat trien sdn pham tri tue. Tritbc het, 
Harbers phdi tit tin vao each nhin nhan cua minh, dong 
thbi ve tarn ly cung co chut mao hiem; sau do, anh tin 
titdng hanh dong cua minh co hli sit viec tritbc mat, 
dong thbi khong set mat mat quan he vdi toi. De giup dd 
nhom, anh khong set lam ton thitdng toi cung nhit cd 
nhom. 

Lai khuyen thanh thitc cua Harbers lam thiidng 
ton long tit ton cua toi, lam toi cam thay nghi ngb va 
khong ngitng tranh cai vdi anh ta, bao rang toi da lam 
sat, can phdi triet de thay doi each lam. Toi het site va 
tim moi each phan kich Lai "sit giup def cua anh ta. 
Nhitng anh van chan thanh va binh tinh de loai bo 
nhitng chong doi vo ly cua toi. Cho den 4 gib sang , toi 
van nhb nhit in Ibi noi cua anh: "Ditng chu y den each 
dien dqt cua toi , ditng chu y La ai noi. vdi anh, hay vitt 
sit kieu ngao cua anh di, ma chi can anh hieu ditdc 
nhitnggi toi noi." 

Dan dan , toi thay minh co the tiep nhan Ibi 
khuyen cua anh, toi binh tlnh trb lai , suy nghi dd co 
tinh xdy diing. Toi bat dau thay rang minh dd qua kieu 
ngao, khong nen do tiep nhan Ibi khuyen cua anh ta ma 
cam thay minh kem hetn. Hieu dtictc nhit vay , toi dd 
khoi phuc ditqc tinh sang tao vd site song mdnh liet cua 
minh. 


4 - 720 
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Bai hoc nay cho thay , chung ta can thanh tam noi 
sit thitc cho nhitng ngitdi "trong cuoc", cho ho biet co van 
de is cho nao, item nang cua ho la gi . Neu ban co tarn 
long dii rirng rdi, khi co ngitdi pham loi hay giup ho kip 
thbi sit a doi y tham chi dita ra nhitng y kien hitu ich. 
Neu Uh ban noi bi cho la qua kieu ngao hoac bi cho 
rang cai gi minh cung biet, hoac gap phan dot "Anh la 
ai? Dita vao cat gi ma phe binh toi?", thi ban cung 
khong can qu.a.n tam den vice phong ve cua ho y not 
thang cho ho biet sit dec dang rdc rdi it cho nao. Neu hq 
noi: "Cai gi, anh cho rang chi co anh hieu ve phan 
thi ban chi can noi rang , ban chi muon cho ho 
biet them mot so y kien chit khong co ac y gi , tai sao 
khong thit tim hieu xem sao? 

Hieu qua thciu hieu gian ddn co the nhanh chong 
tieu tan , ban can lay tam long thitc sit vdi nhau (tham 
chi doi hie dam chap nhqn mat dec) de noi ra sit thitc , 
nhit vay mdi loai bo tam ly phong ve cua ddi phititng, 
giup hq thitc. tiep nhany kien ctla anh. 

Cach noi thitc. nay can co ky xdo vd tri tue cao, 
nhitng cung chinh la cd sis de co muc tieu chung . Bang 
each khong ngitng tim ra sit that, mdi co the md ditcSc 
canh cita co vu y chi thanh den > 

Tuy nhien, noi thitc long cung phdi co ngitdi nghe 
nidi ditdc. Sit thitc thitdng tan khoc , Idi noi that thitdng 
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kho nghe , nhitng cho dii ban phat hien ra hay ai do cho 
ban biet, ban den phai tiep nhan, nhitng ngitdi thieu sit 
tit tin hoac khong co cam giac an todn thitbng kho tiep 
nhan sit thitc, con phan khang lai sit that hoac co thai 
do phan doi se Lam cho ngitdi ta mat di site sang tao, 
hoac gay ra trite giac nhdm Ian. 

Day la qua trinh co hai gi.ai doati, ban khong chi 
hoc each tiep nhan sit thitc, ma con hoc each truyen dat 
sit that . Cach truyen dat sit thitc tot nhat la d\ta vao 
tinh cam, ban phai quan tdm va co y tot thi mdi lam 
cho sit thitc ditac tiep nhan de dang . Cho dii ban hi tit 
choi, ban cung dat ditdc muc dich co vu doi phitdng, 

Chung toi cuoi ciing co the hoan thanh Visual C + * 
dung han, va do thitc sit la san pham tot; bo phan tieu 
thu ciia Microsoft cung het long ho tret chung toi. The la 
chung toi da danh bai ditdc doi thu , tuy van con site ep 
va sit uy hiep nhitng rot cuoc thi chung toi da chuyen 
bai thanh thang . 

Nhitng ngay sau do, chung toi da dan len ditdc he 
hoach khong che ede phien bancit each mot theii gian 
nhat dinh lai dita ra phien ban mdi, ke ca ban dung 
chung (xem them nguyen tdc 3: xay ditng ke hoach ky 
thuat trong phat trien nhieu phien ban), nhitng viec kho 
khan va kho quen nhat, thap sang tinh than nhdm 
nhat, van la nguyen tdc L 
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NGCIYEN T^C 2: LflM CHO MQI NGU0I CHU 
0QNG THfIM Glfl 

Get their heads into the game 


Neu nhii ai cung chiu kho suy nghi xem lam each 
nao de nhom lam viec co hieu qua, thi nhom do se de 
dang co ducfc hieu qua cao, va nglide lai. Day la van do 
moi ngUdi thitdng noi, nhung trong thiic te, de cho ai 
cung dong nao suy nghi thi da la thanh cong Idn nhat 
trong quan ly roi, dieu nay can phai co ngUdi dung tri 
tue va no luc do tao ra moi trUdng nhu vay. 

Tmh quan trong cua tii duy moi ngUdi suy nghi 
cho toan cue van chifa dude danh gia cao, trong khi do 
nhUng kho khan lai bi bo qua. Ngoai tu duy nhom, moi 
ngUdi deu co suy nghi rieng, khong the noi la sai, 
nhiing day chinh la nguon goc phat sinh cac van de. 

Moi ngUdi co suy nghi, quan niem va gia tri quan 
khac nhau, co the khong boc 16 ra, cung khong phai la 
viec gi cung phai noi ra, nhiing trong nhom hau het moi 
viec deu can mat thdi gian de moi ngUdi hieu nhau, 
nh4t la khi co nhiing suy nghi nhay ben (xem them phu 
luc). y kien cua moi ngUdi deu dang de lang nghe, dong 
thdi nhUng ham y ben trong cung can bo thdi gian tim 
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hieu, nhat la khi co Idi ddm dat, trieh dan cat xen hoac 
hieu nham. 

Hanh vi cua moi ngudi xuat phat tii tam niem cua 

0 'y 

ho, ho co the thav doi tam niem vi hanh vi, nhitng cung 
co the thav doi hanh vi vi tam niem. 


GlA TR| CUA sue SANG TAO 

Trong moi tritdng doi hoi site sang tao , edng co 
nhieu bien phdp cang tot. Ban chi can khuyen khich 
moi ngitdi co c.hung nhan thiic nay se de dang tao ditcJc 
dnh hitdng sdu sac. Neu khi thao luqn van de gap be 
tac y khong co bien phdp nao tot ca , each lam cua ban la, 
quy dinh moi ngitdi neu ra toi thieu mot hoac hai bien 
phdp , sau do ban se thay khong khi soi dong han len. 

Co bien phdp tot se lam ngitdi ta trd nen vui ve, 
nhat la khi hai bien phdp titling chitng khong lien quan, 
khi ket hop lai trd thank chit y mdi hetn va phong phu 
hefn, trung khu than kinh trong dai nao se ditOc kick 
thick. Do do site sang tao thitdng di kem. vdi niem vui . 

Co ngitdi lang nghe hoac hieu ditOc y kien cua 
minh cung lam cho ngitdi ta vui ve. Dae biet la y kien 
cua ban ditefe moi ngitdi sit dung va tiep nhan , dieu nay 
lam cho tam ly ditcJc vui ve va thoa man. Nghi ra y kien 
la hoat dong npi tai cua nao, nhitng khi ngitdi khac 
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ngcti khen hodc khdng dinh y kien cua ban, co le ban se 
bat gidc vui sitdng mim. cittii. 

Bien phap tot co tinh phat tan cao . Bien phap tot 
se lan truyen rat nhanh, ai nghe thay deu cam nhan 
ditdc niem vui cua tit duy co tinh sang tao. 

Bien phap tot co hieu qua ti/ctng ho. Khi bien phap 
tot loai bo mot so gia thiet sai lam, se co cang nhieu 
bien phap tot ditdc nay sinh. 

Tit duy co tinh sang tao co the boi ditdng khd 
nang quan sat va do nhqy ben cua ndo bo, cung nhit 
ndng lute danh gia gia tri cua bien phap mdi. 

Tit duy co tinh sang tao chi co Idi, khdng co hai. 
Tuy boi ditdng site sang tao dac biet ndo do khdng phai 
la chuyen de, nhiing ban than viec "nghl ra bien phap 
hay" rat ddn gian , ren luyen nhieu se quen, mot khi co 
thiti cd , site sang tao se nhit "phan ting hat nhan " vqy, 
khdng ngitng nay net. 

Nhitng tai sao thanh vien httii suy nghi hodc 
khdng dam noi ra y kien cua minh ? 

- Btii ho cho rang khdng ai coi trong y kien cua ho. 

- Btii ho cho rang tot nhat la bao ho lam gi ho se 

lam. 

- Btii ho cho rang lam nhit vay chdng dititc gi, chi 
la sep them dau dau md thoi. 
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- Ngitdi. quan ly chi ho khau hieu the th.di. 

Neu nhit y kien cua moi ngitch ditac tiep thu , ho se 
chiu suy nghi va phat bieu y kien. Neu bien phap mdi 
cua ho ditdc. tiep nhan , co nghia la dang ditdc thitc thi, 
site manh cua nhdm se Lam tang them ede bien phap 
hay , dieu nay ditdc. got Id 'Nhat tri trao quyen" 
(Empowered consensus). Co the co danh tit khde phii 
hdp hdn udi quan mem tritu titdng nay, nhitng toi chon 
danh tit nay do no bieu dat ditdc hai qua trinh hinh 
thdnh quyet dinh: Chit dong tit duy va thit bieu dat. 
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NGUYEN TflC 3: XflY D^fNG KE HO0CH KY THU0T 
PHffT TRIEN NHIEU PHIEN BflN 

Create a multi-release technology plan 


Neu thanh vien vui vc tham gia "ke hoach ky 
thuat", ho se tii tin hdn vao titdng lai, mot trong nhiing 
ket qua cua no la ke hoach ky thuat. Trong viec nhat 
tri trao quyen mot each dan chu, ai cung c6 quyen bd 
phieu de tham gia vao ke hoach. Dieu quan trong la, y 
kien cua ai cung dtfdc coi trong. Ke hoach ky thuat la cd 
sd cho moi hanh dong cua nhom, trong dieu kien ly 
tUdng no con bao ham y kien hay nhat cua toan nhom. 

Ke hoach ky thuat la giao keo giua thanh vien vdi 
cong viec cua nhom, dong thdi cung la che do cua nhom. 
Thong thUdng moi nam sUa doi mot hoac hai ldn, de c,6 
the phan anh phu hdp y nguyen, cua tufng thanh vien. 
lam nhu vay cac thanh vien se co cam giac an toan, ho 
sc san sang tin tUdng lan nhau va ky vong d tUdng lai. 
Ke hoach ky thuat ve ra biic tranh tin tUdng vao tUdng 
lai cua moi ngUdi, do do neu mot thanh vien cam thay 
khong thich cong vice hien dude phan cong thi khong co 
van de gi ca, ddi lan nang cap phien ban tdi anh ta co 
the chon cong viec ma minh cam thay co hung thu hdn; 
hoac mot thanh vien khong thich hufdng di cua san 
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phaun hicn tai. co the tain thdi iui ra, ddi den ddt sria 
doi ke hoach ky thuat tdi lai tham gia. 

Ke hoach ky thuat rung co lcti cho viec nam vufng 
lich trinh: Nhan vien phat trien tlnXdng muon dtfa 
them mot so” chifc nang khac vao, dan den phSn mem 
khong kip tien do. Ncu co ke hoach ky thuat, nhan vien 
phat trien se ttf tin vao ttfdng lai, biet each chd ddi cd 
hoi, khong noi voi nhat thdi. Hdn ntia, nhan vien phat 
trien hieu ro can lam viec gi vao thdi gian nao, vufa 
khong phai ganh vac qua nang, chat iitdng san pham 
cung tot hdn. Khi ai cung biet ro minh can phai lam gi 
trong san ph&m nay, viec kiem soat van de trd nen ddn 
gian hdn. Trong do, quan trong nhat van la phan c.hia 
cong viec. 


V! DU THUC TE VE M$T KE HOACH KY THUAT 

Mot Ian toi dittic mtii lam cd van cua nhom phat 
trien phan mem (khong phai cua Microsoft), giup ho 
xdy dtfng ke hoach hoat dong. Giam doi d\t an xuat 
than tit mot ho phan ky thuat chinh cua cong ty, da 
quyet dinh tap trung loan bo litc lifting vao ke hoach 5 
nam (Du trong vbng hai, ba nam khoa hoc ky thuat da 
thay doi rat nhieu . Thong thitting khong nen len ke 
hoach dai hai nhit vay) Khi do, ho dang thao luan ve 
nhitng lai ich do ky thuat mdi dem lai . 
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Trong luc thcio ludn co mot chit de rat hay, do la 
mot chitting trinh ky thuat that bai trong qua khit. 
Chitting trinh nay do so nhitng yeu, rat nhieu Lot, chqy 
rat cham, trong do co mot phan ma chitting trinh da 
htin 10 nam. Cac thanh vien deu khong thich y rat nhieu 
cho khong thich htip vtii thiet ke hien tai y tham chi 
nhieu ngittii tim each lang tranh cho dtiphien phitc > 

Toi nghi rang cac edng ty khong it thi nhieu deu 
co nhitng chitting trinh nhit sau: Tinh logic hem, khong 
linh hoat. Cac chitting trinh nay trti nen khong the bao 
vc dtttic, cang khong the not den chuyen dita them chitc 
ndng mdi ., ket qua lam gidm ndng litc sang tao cita 
nhom phdt trien. 

Toi goi tinh huong nay la "Tuan hodn dc tinh cua 
phdt trien phan m£m", khi dita ra mot phien ban ndng 
cap , ban khong the triet desita chita chitting trinh cu. Ai 
ma co the dam nhiem lai dittic oiec trai qua ca qua 
trinh phdt trien phan mem y chi rieng viec viet. lai 
chitting trinh da gidm thdp hoac ngat bo dich vu khach 
hang. Khi chitting trinh chita. linh hoat htin va co them 
chitc ndng mdi y co le khach hang phai mat thtii gian 
tutting dong cua vai ban ndng cap. 

Van de tuan hodn dc tinh sau htin se la: Tai sao 
lai co phan mem kem nhit vtiy? Do khong co bo phan 
quan ly chat lilting? Hay gidm doc dit an khong quan 
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tam den vice phan mew co thanh cong hay khong? Khi 
ban chita. biet loi pheit sink d dau va tim each sita eh da, 
thi nlidug van de tUdng tit van Hep tuc nay sink. Luc 
nay , ban khong the xay nha tren nen kien true da do 
nat ditdc nit a, dieu do chi ton cong vo ich! 

Trong nhitng nhdn vien phat trien co mot nhom 
nho La nhdn vien mdi , tritdng nhom mdi va mot nhom 
lap trinh vien mdi nay phu trach viet md cho chitdng 
trinh; Ditdng nhien, ho da dem lai site song va hy vong 
mdi cho phan mem. Ho dtf dinh viet lai doan md, nham 
dita ede ky thuat cao hdn cao, nang cao gid tri sit dung 
sdn pham. 

Sa.u mot hoi nghien c.itu, nhom co xu hit&ng mua 
them ky thuat mdi ve. Tuy nhien moi ngitdi co hai each 
suy nghi khac nhau: Nhitng ngitdi dong tinh cho rang 
tuy mua ky thuat mdi se gap rui ro vi tinh titdng thich, 
nhitng chitdng trinh cu rat kho thanh ly } thd bo di con 
hdn ; Nhitng ngitdi phan doi cho rang nhom co die nang 
Lite de viet Lai chitdng trinh, chi can cho ho cd hoi. 

Giam doc dit an cung khong biet nen phdi lam 
nhit the nao, ve tinh cam thi muon cho nhdn vien chiu 
kho cai tien chitdng trinh cu, nhitng lai khong yen tam 
la ho co chuan bi tot de tiep nhdn thach thitc nay 
khong , nhdt la khi nghi ve qua khii dm dam cua hq. Co 
khong cho rang day la "loi" cua nhitng ngitdi quan ly 


59 



tritde, du ho da Id la de cho childng trinh cu "phat 
trien " 

Thong thitdng, neu ngitdi quan ly khong quan tam 
den hoi ditdng ky thuat, nhan tai se bo di, nhilng ngitdi 
kem se 6 lai, va sau do to c.hitc va ky thuat deu xuong 
doc. 

Trong vi du nay, co rat nhieu nhan vien mcii (ke ca 
vi gidm doc kia) deu thdy ky thuat da. qua cu. roi, can 
phai loai bo. Co le dieu moi ngitdi can let Idi huta ciia 
ngitdi quan ly ve quy hoach ky thuat, tang site sang tao, 
phuc Idi ciia ngitdi lao dong,... Co gidm doc. hy vqng 
rang no hie ciia minh se th.ay doi ditdc tinh trang nay. 

Cuoi cung , co quyet dink quy hoach ky thuat, 
dong thdi uy quy in cho nhom phat trien mac du. biei 
rang co the bi mat chile, qua thitc khong chi lam chitdng 
trinh cu dildc hoi sink, md cung chi mat mot doqn thdi 
gian ndng cap, cung loai bo dildc nhieu loi nho. Trong 
sit thanh cong nay, mot so nhan vien ehii trildng mua 
ky thuat ben ngoai cung bo di. 

Khi sita doi quy hoach ky thuat Ian sau, khong chi 
nhom phat trien ditdc tham gia, md co con tim each cho 
bo phan chu quan dao tao tham gia va hieu them ve 
quyet sach nay , de cac nhan vien ky thuat dam nhiem 
viec koan thanh cong viec dung han co cd hoi thitc hien 
mong muon cua minh. Co cung khuyen khich bo phan 
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chic quan khac tham gia cac cube thao luqn, khi do cong 
viec se tret nen sunn se hctn, dong thdi cung khong bo Id 
mot y kien hay nao. 

Co rat nhieu each de quy hoach ky thuat, nbtfng 
chi co mot nguyen tac quan trong nhat. Quy hoach ky 
thuat tot se co rat nhieu diem ldh trong do "phan chia 
cong viec" la quan trong nhat. Quy hoach ky thuat se 
cho ban biet minh di den dau, dong thdi biet dUdc non 
lam gi, dung phitdng phap gi, tiep can muc tieu nhu 
the nao. Hdn nUa, chi co quy hoach ky thuat cac phien 
ban mot each hoan thien mdi co the giup ban danh gia 
lifting cong viec chfnh xac. 

SIJA DOI QUY HOACH KY THUAT 

Mot trUdng hop quy hoach ky thuat thUc te ma toi 
thay nUa la vi du ve tang cubng nhan thitc chung. Giam 
doc d\I an va nhom phat trien cit ra nhan vien gidm sat 
ky thuat de ten ban thao ke hoach ky thuat trong hai 
thang (xem them nguyen tac 5)> sau do dUa ban thao 
cho tat ca thank vien doc , them y kien , thao luan gap y , 
sau do gih cho nhan vien phat trien (khodng SO ngUifi). 

Trong khi do , cac cap lank dao cung chuyen cho 
nhau de doc duyet , sau khi tham chieu vdi cac quy 
hoach ky thuat khac , se dUa ke hoach ve san pham 
nhieu phien ban . Thong tliUctng hq se khong sita cac quy 
hoach ky thuat nay , vi ho hieu rang do la ket tinh tam 
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huyet cuct ede nhdn vienvd cung id nhdn thtfc chung 
rctl kha mdi co the dat ditdc,. Nhitng ho phdt Jiien ra mot 
van de: Ban quy hoach nay trong nhit hang dong nhitng 
ddc sctc khong lien quan cua san phdm , nhitng muc tieu 
rdc roi nhit vay se co hitng thii vdi nhdn men phdt trien 
khong? Ldm sao co thegidi thieu san phdm, nhit vay cho 
the gidi ■ San phdm co hang chuc. ddc. tritng khong not 
irqi ? 

Sau do ban giam doc tong ket, dac tritng san 
phdm nay chia lam 5 loai: Chien hide, canh tranh , thoa 
man nhu cdu kh.deh hang, dau tit vd yeu cdu chile ndng 
cb tinh dien hinh. Chile ndng co tinh dien hinh Id dila 
cac ddc tritng san phdm vao n phien ban lien tiep mot 
each co ke hoach , muc dich cuoi ciing la doi phitting 
thitc lam viec cua ngitdi sit dung. Ditdng nhien theo 
each phan loai nay khong the noi chitc ndng co tinh 
dien hinh khong thuqc canh tranh hay chien htoc, hoac 
khong lien quan gi den dap ilng nhu cdu khach hang , 
each phan loai nay chi de co the mo ta chinh xac hdn 
mb thoi. 

San phdm chien litdc lien quan den moi trilling ud 
nhitng han che cd ban nhdt. 

Vi du san phdm ho trd he dieu hanh nao? sit dung 
mb hinh dot titdng gi? san phdm can bo vi xilly nhit the 
nao? ho trd nhitng ngdn ngit nao? Ngoai ra y dac tritng 
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sdn pham chien htric cutig bao ham chum htric t >an dien 
cua cac sdn pham khac trong cdng ty. Vi da cac hang 
ban may in phai viet trinh dieu khien (Driver) ho trri . 
Sdn pham canh tranh ve cri ban ditric xdy dilng nham. 
dot pho vdi ddi thu canh tranh , nhat la nhitng chile 
ndng md. doi thu co ma minh khong co. Tay khong phai 
cho tal ca ede chile ndng giong doi thii vdo, nhitng neu 
co nhitng chile ndng dac biet tot hoac. thu hid ail ehu y 
cua girii truyen thong thi nen ddu til. Dae tritng nay cu.a 
sdn phami co rat nhieu. 

Dac trilng dap ilng nhu cau khach hang rat quen 
thuoc vdi moi ngilbi, ua khach hang deu mong muon. 
Lang nghe y ki.cn khach hang, sdn pham se ”gai dung 
chi) ngilaSo hiring dac trilng nay nhieu nhdt 7 nhitng 
chi phi phat trien lai kha thap. 

Dac trilng ddu til Id ddu tit ve mat ky thuat, hieu 
ieh cua no co the chita nhin thay rd net trong mot hay 
vdi phien ban tdi. Dac trilng ddu til se co tiem ndng l&n 
trong tilring lai , co the dem lai tinh dien hinh cho cac 
phien ban sau nay. Dac trilng nay giup cho nhan uien 
phdt trien co the sit dung dong von ddu tit hieu qua. 

Dac trilng dien hinh co the thay doi phitring thile 
lam viec cua ngilbi dung. Ve cri ban y day la mong muon 
cua hdu het cac nhan vien phdt trien, trong moi Ian 
ndng cap thiet ke de dua chile ndng dac biet vao , dan 
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dan dan ddt ngitdi dung . Thong thitdng day la nhitng 
dac tritng m.a bo phan ban hang quang cao, no tham 
chi cd the thay ddi vac quy tac ue canh tranh. Co the noi: 
Ncu dac tritng sdn phdm mau mite thanh cong - khdng 
co ai co the canh tranh ditctc vdi ban, trit triibng hdp sdn 
phdm. cua hp cung co dac tn/ng nay. 

Trong vi du nay, gid,n doc dit an se chinh ly lai 
tat cd cdc dac tritng tronj. quy hoqch ky thuat , chia 
thanh 5 loai Idn, vd quy el dinh dau tit bao nhieu udo 
moi loai, dong thdi phan tich yeu cau ky thuat titrfng 
ling can phai thiic hien, ditcfng nhien phai phu hctp v&i 
von noi bo cung nhit ky thuat ditqc sii dung. Phan nay 
doc gid hay tii suy nghl, coi nhit la cong uiec trong nha 
minh , dita tren cdc nhan to nhit dieu kien ciia minh, 
trang thdi canh tranh,... de chia se tai nguyen nhit the 
ndo cho hdp ly? 

Sau do, trong 5 ngay lien tiep sau khi nhan lai 
ban quy hoqch, nhom phat trien da thao luan chi tiet 
quy hoqch ky thuat cua phien ban sap tdi, moi ngay hop 
khoang 2 tieng , ke hoqch nhit vay da ditqc duyet. Trong 
5 ngay nay cung la cd hoi cuoi cung de moi ngitdi phat 
bieu y kien (ditcfng nhien, tren thitc te ke hoqch lucn 
thay doi, lam nhit vay co the tang hieu qua cua ke 
hoqch). Do lap ke hoqch tit chtdi dita len, nen khdng ai 
phai lo lang ve nhiem vu dilcfc giaa; Do ban gidm doc 
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tong hap cac y kien de tao nen dac tritng san pham 
hoan chinh, co he thong nen moi ngitdi se ti.ep nhan muc 
tieu chung; Ca qua trinh deu. cong khai va dan chu, moi 
thanh uien deu co quySn cua minh, tranh cat sau ciing 
se it, de co nhan thitc chung, nhiet huyei cung se manh 
hOn. Dung vay, ca nhom. se nhan ra muc tieu chung. 

Day la qua trinh quy hoach rat ly titdng ma tin da 
thay. Khi viet cuon nay thi san pham cua ho da. dita ra 
thi tritdng, ma con la san pham rat xudt sac nita! 

Moi ngitdi deu can co cam gidc "Sit menh " doi vdi 
ky thuat, deu. co mong muon tim kiem sit tien bo, vay 
ma nhitng bien phap mdi neu khdng phan tich dung 
dan hoar thieu thdi cd chin muoi se bi loai khai ke 
hoach. Cac thanh vien phai thitc sit hieu ndi ham cong 
viec, va cung phai ditdc hieu rang co khi bien phdp rat 
hay, nhitng can phai phan tich ky va ditdc. thitc te 
chiing minh Id co the sit dung va co hieu ich nhat dinh, 
khi da ditdc kiem tra chap nhan , tao thanh nhan thitc 
chung thi cuoi cung se ditdc thitc hien. Nhit vay co the 
giam b&t cac de an chita ditdc suy nghi ky, rat co Idi cho 
tinh on dinh cua san pham. 

Viec chia dac tritng san pham thanh 5 loai chien 
htdc, canh tranh, dap itng nhu cdu khdch hang, dau tit 
va mau mute dien hinh, nham tao ra hitdng qudn ly cho 
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giam doc, ticn cho viec kiem tra giam sat vice sit dung 
cac nguon tai nguyen cung nhit chan doan loi. Vi du, 
neu bo qua dia vi dan dau cua ky thuat , ngitdi quern ly 
phai tang ciibng dau tit cho tinh mdu mile , dong thbi 
giam ty trqng dau tit cho cac loai khac. 
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NGUYEN Tfc 4: HflY f>QNG NflO 

Don’t flip the bozo bit 


Toi can phai noi lai, phAn mem la tai san trf tue. 
CAn phai van dung tri tue mdi co dtfdc san pham phan 
mem. Neu co the ket hop toe do cao v6i cang nhieu trf 
tue, gia tri cua moi phan mem se cang cao. Day la sU 
thuc ro rang de thay. Da tting co ngiidi hoi toi: ‘’Van de 
gi quan trong nhat trong nganh cong nghiep phAn 
mem?" 

Toi da khong do d\i tra ldi: "De moi ngifdi suy 
nghi?" Tin hay khong la tuy ban. hAu bet moi ngifdi deu 
khong muon suy nghi. Moi ngildi deu cho rang ho rat 
vui khi difdc suy nghi, nhtfng thtfc te khong phai nhu 
vay. De cho dAu oc trong khong thi rat de, tai Microsoft 
chung toi goi do la bozo, nghia la ’'Dau dat”. Khong ai 
muon de y den nhung viec lam cua ho, du ho co dong 
gop gi thi cung khong co chut sdc manh nao. Duong 
nhien la khong the tin tiidng vao ho, ma dieu duy nhat 
moi ngifdi mong muon la ho khong lam hong viec. 

Tuy vay ai cung co kha nang la "Dau dat M . Ban 
thd suy nghi xem, ban co biet minh dang lam gi? Co 
cam thay minh khong co mot chut nang liic nao? Can 
than, "Dau dAV chinh la ban. 


67 



Trong ban cua toi, khong ai dude phep nhii vay 
ca. Toi yeu cau moi ngtidi phai toan tam toan liic cong 
hien, moi ngiidi phai luon ban ve san pham - lam the 
nao de canh tranh tren thi trufdng, luc nao diia ra phien 
ban mdi... Dong thdi moi ngiidi phai co each nhin nhan 
thong nhat ve san pham, khong dtidc moi ngiidi mot y. 

Muon phan doan mot ngiidi co dang suy nghi hay 
khong, each ddn gian nhat la xem anh ta co ehu tam 
nghc y kien cua ngiidi khac khong, dong thdi lap ttic 
diia ra cac phan ting noi tam. Doi mat vdi nhting y kien 
tot hdn cua minh, chung ta can phai binh tlnh ngan 
chan tam ly canh tranh hoac phan ting phong ve, ngiidi 
khac phai ton rat nhieu cong stic tri oe mdi nghi diidc 
nhii vay, can phai phan doan cong bang nhting thong 
tin mdi me, co the rat co gia tri do. 

Ngiidi biet suy nghi khi bi phe binh hoac thav cac 
y kien khac tot hdn cua minh, se biet bo qua tam ly tii 
cao tti dai de don nhan nhting thong tin chinh xac. Ho 
co the tranh diidc hai hien tifdng tam ly sau: 

Thti nhat la tam ly de phong, lam cho ngiidi nghe 
khong the tiep nhan thong tin phe binh. Trong cong 
viec xay diing san pham tri tue can rat nhieu tii tiidng 
va y kien mdi (nhii dtia con cua minh vay, co mot tinh 
cam rat dac biet), ngiidi khac khi nghe nhting y kien ve 
san pham hay qua trinh che tao se cam thtiy nhii hi che 
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bai. NgUdi biet suy nghi sau khi can nhac can than, se 
tu y bo y kien chu quan cua minh di, sau do tiep nhan 
noi ham chan thuc cua thong tin, tuy vay r&'t it ngUdi 
nhtf the nay. 



Dung y kien cua minh cfe ap dSt cho ngi/di khac thi chi la 
ke ngoc. 



NgUdi khong biet suy nghl khong nhutng khong 
mong ngUdi khac chi giao, ma khi ngUdi khac co y tot 
dua ra y kien lai de phong qua rmic, de gay ra xung dot, 
do do khong the phan doan c.hinh xac ve thong tin nhan 
dude, khong co y there xay dung doi vdi cong viec. Neu 
hien tUdng nay khong ngiing xay ra, ngUdi tiep nhan 
thong tin co the co hai phan dng sau: Mot la 
"Thong tin nay thUc sU rat quan trong", hai la "Ten 
ngoc nay dang muon ap dat y kien cua minh day". Ket 
qua nhu the nao? Dufdng nhien la phan ting thti hai. 

Hien tUdng tam ly thti hai la bai xich lin nhau, 
kha nang xay ra con cao hdn. Neu gop y vtii doi phitdng 
nhung do sd thua kem hoac nhting tam ly khac ma tif 
choi, ddn dan, ngUdi gop y sc cho rang doi phitdng la ke 
ngoc "kho dao tao". 
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Trong nhom raa co ngUdi kho dao tao thi la dieu 
rat nguy hiem, se co the pha hong moi quan he trong 
nhom, tao nen vet thUdng tdn doi vdi nang luc cua 

nhom, ma hau nhu khong the bu dap noi. Mot khi 

ngudi quan ly thay rang mot ngUdi nao do khong the 
hoa hdp vdi moi ngUdi thi nhufng ngudi khac trong 
nhom cung se cam nhan nhu vay. 

Cach tot nhat la tang kha nang hop tac gitia cac 
thanh vien, giup ho khiem ton tiep nhan y kien cua 

ngudi khac. Neu ban thu dUa ra thong tin ma doi 

phudng khong the tiep nhan, hay doi mot phudng phap 
nhe nhang hon, toi thieu thu noi vdi doi phudng rlmg 
kieu khep kin cua anh ta lam ban kho x£i. NgUdc lai, 
neu co ngudi khong ngimg dUa cho ban nhiing y kien 
"kem coi" hoac "da kfch ac y", hay bo long tU trong ma 
suy nghi, co phai tarn ly de phong da che lap het kha 
nang phan doan cua ban. Neu ban co the thUc hien 
dUdc chuan muc nay trong nhom, khi vo tinh gay loi se 
co ngudi nhac ban, nhu vay nhom mdi co the phat trien 
hai hoa. 

DtfdNG CHET 

Trong h&u het cac du an phat trien phin mem, da 
ph&n khi bat dau deu la lam cong viec don dep cho du 
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an trildc. Neu dil an cua ban dupe md man bang 
phiidng thdc nay (Dang tiec la hau bet cac dil an phan 
mem deu md man nhtf vay), qua trinh nay dUdc so vdi 
‘’Con dildng chet” (death march). 


De kip tien dp ma san sinh ra hang loat ma vo bo kho hieu. 


Khi mot dil an bi keo dai qua lau (co le do mot du 
an trildc ntfa, ma hoan du an nay lai vai thang mdi bat 
dau), co le giam doc dil an da quen diem can chu. y, 
hoac la khach hang than phien qua nhieu, hoac ap luc 
cua dil an khac da den han ma anh hufdng den chat 
lildng phan mem, hoac san pha!m khac kha thuan ldi 
nhilng nhan vien da met mdi muon nghi ngdi mot thdi 
gian, nhting ly do nay deu dan den san pham ra muon 
hoac kem pham chat. De hoan thanh san ph£m dung 
han, cac lap trinh vien biet ro ben trong con co rat 
nhieu ldi nho, biet ro ph£n mem dildc viet con qua loa, 
tham chi con khong dam chac phdn mem co chay 
khong, de kip tien dp ma hy sinh long til trong, vdt bo 
ly tudng ve san pham cua minh, ho khong the til hao ve 
san pham, cung khong mong san pham co the tranh 
gianh chd dung tren thUdng trUdng. Trong nhom phat 
trien san pham dung tien do va on dinh, moi thanh 
vien deu la mot anh hung, vo tU hy sinh cai tdi ban 
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than de hoan thanh nhiem vu, si i thilc cung nhit vay, 
phat trien phan mem la thanh qua cua bao ngddi kho 
tam vat oc suy nghh 

Nhiing bay gid ho cho rang minh can dildc nghi 
ngdi thfch hdp, co phan thudng thfch dang hoac cd hoi 
thang ticn, hay lam nhOng viec minh ua thfch, hoac 
ngoi nghich may tfnh cua ho. 

Dieu quan trong la du dung phitdng phap gi, cuoi 
cung ho cung hoan thanh phan mem dung han, co le 
chita difdc my man cho lam nhufng v6n dat diidc muc 
tieu. Bat ky viec phat trien ph&n mcm nao co han thdi 
gian. thi rot cuoc ngay ca lap trinh vien cung chi quan 
tam den lich trinh con ngoai ra khong de y den cai gi 
khac, day la mot ap hie rat 16n. Sau do lai bat d&u mot 
du an khac, khong biet lai phai d&u tit bao nhicu cong 
site, dieu nay vo hinh da tao ra nhQng luc phan, dang 
sd nhat la tao ra cam giac trong rong, day chmh la 
nguy cd nguy hiem nhat. 


TRONG RONG 

Cam giac "trong rong' cua cac lap trinh vien , 
cung giong nhii benh cua cac cong nhan xay dilng tren 
kenh dao Panama, khi da. phat thi khong the chUa 
diidc. Trong rong la cam giac ban khong con chiu diidc 
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dp l tic ntia y la sti met moi. ua chan nan ctic do, chi co 
tihting ngtidi lam ve phan mem mdi co y trieu chitng nhti 
sau: 

- Nhqn thay phan mem nay dang vat kho site ltic 
cua moi ngtidi . 

- Cam thay dti an nay dtitic quan ly btia bai khong 
the citu chit a. 

- Vita nghi tdi can ra phien ban tiep sau la cam 
thay chodng vdng . 

- Khong the hod hop vdi moi ngtidi-. 

- Mat hitng thii vdi may tinh. 

Khi lap trinh vien "nhiem benh" nay } ngay nhting 
tap chi nhti "Tuan bao may tinh ca nhdn' (PC Week), 
"The gidi thong tin" (Infoworld),...ho cung khong muon 
xem , cung cam thay cac bai viet khoa hoc that buon 
ctidi, tham chi khong quan tam den nhting chiec may 
tinh mdi nhat . Ve cct ban, do la ho da don het tam huyet 
de lam ra phan mem tot nhat , bay giti da het site hodc 
chuyen site htc sang van de khac, chi con sti chan 
chitting met moi. 

Thtic ra, ngay ca ngtidi quan ly cung co the mac 
"benh" nay, dieu nay can phai phong ngita, vi neu ngtidi 
quan ly co trieu chitng nay rat de truyen cho ca nhom. 
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Dot vdi mot nhdn vien phdt trien phan mem, yea 
thick may tinh la nguon dong Ltfc quan trqng ciia anh 
ta. Cung nhil hilt ddi vdi nha thd ; mile mau doi vdi hoa 
si, trinh bien dick Id tam hnh cua ngitdi phdt trien 
phan mem, la edng cu de phdt hay tai nang. Khi nhiet 
tinh da can , neu dung tam hon trong rong de phdt trien 
phan mem thi cung nhitgia trang xe cat thoL 

Tdi cung nhii ede nhdn vien phan mem vay, rat sd 
nhiem phai trieu chting tong hdp nay. Neu khong tim 
each di phbng, se lam mat di site song cua cac nhdn 
vien. 
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NGUYEN TtiC 5: THflM DO OOl PHUONG 

Use scouts 


Trddc khi bat dau mot du an, hay di tham do doi 
phudng trtfdc da! 

"Trinh tham” la ngtfdi dude quan doi cii ii de 
tham do tinh hinh quan dich. Ho phai. tim hieu cac con 
dtfdng phfa tritdc nhu moi tritcfng xung quanh, ranh 
gidi hai ben, tai nguyen ben dich, diem an toan, dddng 
di tot nhat,... Dong thdi luon chu y den bat ky hanh 
dong nao cua doi phifdng. Lau dan, khi mot nhom ngitdi 
gap nguy hiem tren dtfdng di, ho cung ctf mot ngtfdi di 
xem tinh hinh con dtfdng phia trade. Neu dtf an phin 
mem khong co nhieu doan dtfdng nguy hiem thi cung 
khong c£n ban, ngtfdc lai cung nen cd "trinh tham" cho 
dd an. 


Neu chtfa co ngtfdi tim ra con dtfdng thich hop, qua trinh bat 
dau cua cac phien ban chSng khac gi di loan trong sa mac 
vay. 

"Trinh tham” can phai nhay cam "danh hdi" dtfdc 
cac vet tich co lien quan: Quan he gitfa nhom phat trien 
vdi moi trtfdng, cac phien ban mdi cua he dieu hanh 
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dang diidc phat trien, cac ky thuat co lien quan v6i dii 
an (Nen cin phai mdi ngiidi nghien cuu ve ky thuat 
nay)... "Trinh tham M co the xay tiling hoik: siia doi quy 
hoach ky thuat cua nhieu phien ban (Xem nguyen tic 
3), ho hoi tham khach hang, hoc cac ky thuat cc> siic 
canh tranh (Toi thieu phai hieu cd ban), dong thdi 
nghien cutu quyet dinh du an can thiic hien theo 
phifdng thtic hay 16 trinh nao. 

°Trinh tham M phai difa ra kien nghi ve cac yeu 
cau phan cting toi thieu, phan tich nhu cau ngiidi dung 
va quy pham phat trien phin mem, chuan bi san pham 
mau, diia ra ke hoach san pham trong tiidng lai, dong 
thdi kien nghi cac dac tritng trong phien ban tdi cua 
san pham. 

Nhiem vu va cong hien cua "trinh tham" la vo 
han. Neu khong co ngiidi vach ra con diidng di thfch 
hdp, qua trinh phat trien se mat pluidng hudng, gitfa 
cac phien ban cung khong co hiibng ro rang. Tuy trinh 
tham tot ehiia bao dam thong tin day du. nhiing ft ra 
cung khong den noi ban bi bit mat'dan di. 

TAM QUAN TRONG CUA TRINH THAM. 

Gan day toi co cd hoi tiep xuc vdi ban MIS cua 
mot cong ty l&n . Trong ba ndm qua ho da chuyen thanh 
cong toan bo thiet bi ddu cuol cua may chu sang mdi 
tritbng mqng va he dieu hanh Windows, PC . Day la 
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nhiem vu rat kho khan , can nhieu nhan vien va tien 
bac , i/d mot thdi gian nhat dinh, ca cong ty da chiu 
nhieu vat va trong qua trinh nay. 

Sau khi hoan thanh viec chuyen sang Windows va 
PC, ho bat ddu trien khai mot bo phdn mem ling dung 
dang phdn bo de co the phat huy cong dung cua khoa 
hoc ky thuqt mdi, day la mot du an Idn cua ho, dii kien 
tong gia thanh ha va Iqi nhuqn tang co the len tdi mdi 
nam. may trieu USD. 

Nhom cua ho gom khodng 100 ngiidi, chu yeu la 
lap trinh vien va. nhan vien bdo dam chat hiting, hau 
het deu mdi udo cong ty, hope van chiia thanh thao ky 
thuqt mdi, htin nda day Id lan ddu tien phat trien phdn 
mem quan trong , do vdy ho phdi khde phuc rat nhieu 
kho khan. Khi mdi. tiep xuc vdi ho, tien do cua dif an bi 
keo dai qua miic, dong thdi viitit ca dii loan, hrfn niia 
cung sap het han roi. 

Dii an phdn mem PC nay tii khi bat ddu den nay 
da dinh 3 nam, mdi triidng phdn cling , giao thiic 
mang,... trong quy hoach da 16i thdi ngay khi mdi phat 
trien, cdc. cong cu phat trien va he dieu hdnh hien nay 
da diitic nang cap 2 lan. Ba nam nay, gia phdn ciing 
gidm manh, chiic nang PC khong ngiing diitic nang cao , 
khd nang xii ly cua phdn ciing cung phdi nang len 
nhieu lan , may tinh md ho si/ dung da het thdi tren thi 
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fritting , nhitng nhling phan mem ling dung dang dung 
thi khdng the dao thai. 

Thitc te tdi khCmg the. giup ho giai quyet van de 
nay, chi co the noi tinh quan trqng cua "trinh tham". 
Nam. do, ho chi dita vao trite gidc va phong each than 
trqng bao thil de dita ra chien littic ve cong cu va phan 
edng: "Chung tdi co gang khdng thay doi bat cii thit gi y 
chi can dung dittic. la tot roiNeu nhit ho dieu tra ky ve 
hitdng phat trien cua may tinh , neu ho suy nghi ky ve 
tinh tilting thich thi ho se biet rang phai sit dung cong 
cu mdi nhat va he dieu hanh mdi nhdt, dong thifi cd 
gang dit doan ve phat trien trong fitting lai, dau tit them 
it tien se that xiing dang, cung se khdng den noi ui dita 
ra quyet sack sai md dan den cue dien kho co the ciiu 
van nhit hien nay . 

Nhitng may md cuoi cung nhom MIS cung thanh 
cong , hoan thanh phan mem mdi. Ldn nay ho da hoc 
dittic, tritdc tien can cii hai "trinh tham " la nhitng thanh 
vien xuat sac, dieu tra ky thuat triet de vd dita ra quy 
hooch hoan thien , nhit vay se tranh dittic cac nguy cti 
tritdc mat. 

Noi thtfc, tdi rat dong tinh vdi cong ty nhit tren, 
ky thuat may tinh phat trien rat nhanh, thach thiic 
nhitng cong ty chiia du ldn manh, he thong cu rat kho 
vdt di, ky thuat mdi lai ep ban phai tien len. Dung vay, 


7K 



sii dung phien ban O co le lam ban chan nan. nhiing th 
phien ban 7 chuyen sang phien ban 8 co the co nghTa la 
ca mot budc tien ldn. Neu tritdc khi ra quyet sach hay 
lam tot cong viec trinh tham va quy hoach hoan thien, 
hdn n£ia neu hieu dUdc tmh quan trong cua no doi vdi 
he dieu hanh, ban se vui ve tiep nhan nhOng thay doi 
do khoa hoc ky thu&t mang lab 

Quan mem cd ban ma cuon sach nay muon nhan 
manh la, chung ta khong co y lam giam toe do phat 
trien cua khoa hoc ky thuat, cung khong xay dung he 
thong ctlng nhac, ma gianh dUdc ldi ich trong qua trinh 
thay doi, khong ngiing quan ly nhdng bien chuyen mdi 
mot each thfch hdp. Hanh dong van tot hdn dam chan 
tai cho, nhom co she hanh dong cao se co nang Iiic thlch 
nghi vcli moi trtfdng rat ldn. "Trinh tham" la de chuan 
bi cho nhung thay doi cua cong nghe, neu ban quyet 
dinh luon an binh bat dong, ban se khong can trinh 
tham. 

Dudng nhien, trinh tham cung co the gay rac rob 
Neu ho khong co nhan thhc ro rang vc phan mem nhieu 
phien ban, ho se khong biet phai di tim hieu cai gb co 
the ho khong hieu dtfdc tam quan trong cua nhiem vu 
nay ma thuc hien rat cau tha. Trinh tham phai nam rat 
ro nhiem vu ma ho dang mang tren vail Neu chon 
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nham he ctieu hanh hay cong cu phat trien, co the se 
pha hong ca mot nhom. 

Mat khac, ban than nhan vien trinh tham do tain 
quan trong cua nhiem vu nay ma bi thoi phong ban 
than, coi thubng nhQng ngudi khac, til eoi minh la 
ngifdi ’’dinh nghia tiidng lai". Cac thanh vien khac 
trong nhom vi the ma bi tl Udng ton, ho khong the nam 
difpc dinh hudng phat tr:em thay rang minh khong 
dude coi trong, tham chi cam thay nhieu viec qua lam 
khong xue, ngtfdi quan ly lai dieu ngtfdi di nghien etiu 
nhtfng ky thuat khong dau: M Moi tu&n toi phai lam 70 
tieng, con ho lai ngoi roi doc sach bao". Stf bat man nav 
hay xay ra khi etf ngtfdi gioi nhat. di lam trinh tham. 

Cac thanh vien khong khoi ghen ti vdi cong vice 
cua trinh tham. Khi trinh tham tot hdn nhtfng nhan 
vien phat trien - co ve tien tien. co ve xuat chung. Lam 
trinh tham trong vai thang that stfdng, co the quan sat 
cac cong ty khac, buon chuyen vdi cac hang san xuat, 
nghich mo hinh phan mem, co ed hoi phat huy kha 
nang ban than, co quyen anh htfdng den ttfdng lai. 
Nhtfng trinh tham khong tham gia phat trien ph£n 
mem, chi phu trach quy hoach sd bp va boi dtfdng nhom 
co nhan thtfc chung. Neil trinh tham lam cho moi ngtfdi 
tin nhiem, dong thdi tim ra dtfdc nhan thuc chung, 
nhan vien phat trien se co the ttf lam viec, tin ttfdng 
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rAng dong nghiep gidi lam nhan vien trinh tham co the 
tim ra dude dufdng di dung cho moi ngUdL 

Doi vdi nhom phat trien, sU dung trinh tham cang 
thanh cong, ho cang tin vao stf lanh dao cua giam doc 
da an. nhan thvfc chung cua ca nhom se cang cao; Du co 
trong qua trinh chuyen doi ky thuat hay khong thi day 
deu la hien tUdng tot cho ca nhom cung nhii moi ca 
nhan. 


6-720 
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NGUYEN TdC 6: CHU Y TY L| NHflN VIEN 

Watch the ratio 


Mot trong nhting loi ma giam doc du an hay mac 
phai la cho rang chi can thue lap trinh vien thoi la du, 
cac nhan vien khac khong ckn thiet, hoac de cho ty le 
nhan vien lap trinh chiem ty le 16n. Co le ho cho rang 
lap trinh vien cang nhieu, se viet dUdc cang nhieu 
chudng trinh, day la quan niem rat sai lam, muc dich 
cua du an la hoan thanh phan mcm chd khong phai 
hoan thanh hang dong ma. Trong nhom phat tricm 
thiic te co mot so" cong vice khong thich hop v6i lap 
trinh vien. 

Trong nhom cua chung toi, ty le thudng la 6 nhan 
vien phat tricn ph&n mem, 2-3 nhan vien bao dam chat 
lUdng, 1 giam doc du an va 2 nhan vien vict tai lieu ky 
thuat. Trong cac ban cua Microsoft, ty le nay hdi co 
thay doi, cung co the khong giong vdi ty le tai cong ty 
ban; NhUng nguyen tac cd ban la ty le gitfa lap trinh 
vien va nhan vien dam bao chat lUdng khong qua 2:1. 

Thue te ngUdi phu trach phan mem hoan thanh 
dung ban lai la nhan vien dam bao chat lUdng, Khi tien 
do qua chain, ngUdi dau tien xem den la nhan vien dam 
bao chat lUdng: So" lUdng ngUdi co du khong? Ve tien do 
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co phoi hdp tot vdi nhan vien phat tridn? Co the canh 
bao kip thdi khi co van de? Quan diem cua ho va nhan 
vien phat trien co khdp? Co phai qua than v6i nhan 
vien phat trien ma ndi tay? 

Doi vc3i ty le cua nhom nhan vien can chu y den ty 
le so ngUdi huu ich chii khong nen chu y den con so" 
thuc te. Nhom phat trien ph£n mem lanh manh ckn co 
ty le phu hdp vdi nguyen tac tren, trung binh moi nhan 
vien bao dam chat liidng khong ho trd qua hai nhan 
vien phat trien: Nhan vien dam bao chat lUdng suy 
nghi, giam sat va doc thuc phan mem co dat dude mife 
nhu du kien khong, con nhan vien phat trien chuyen 
tam viet chiidng trinh va tim loi. Chu y den ty le nhan 
vien, co the giup (hoac dam bao) cho nhom phat trien 
can bang. Hay nhef rang, can bang mdi la muc dich cua 
ban. 
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NGUYEN TfiC 7: SCJf DUNG NH0M GUIM SflT 
T1NH NftNG 

Use feature teams 


Trong nhom phat trien C ++ cua Microsoft, chung 
toi da sU dung nhom giam sat tinh nang. Toi thav day 
la each lam rat hay, co anh hudng rat tot doi vdi chat 
lifdng cong viec cua ca nhom. 

Neu ban hoi mot nhan vien dam bao chat litdng 
cong viec cua anh ta la gi, anh ta se tra ldi: "Giam sat 
doc thuc tien do phat trien phan mem, dam bao hoan 
thanh dung han, dong thdi dam bao phan mem dat 
dudc muc tieu du kien". 

Anh ta se khong tra ldi: "Kiem thit chtfdng trinh", 
day la cau tra ldi rat thien can. Cong viec cua nhan 
vien dam bao chat ltfdng la hoan thanh san pham dung 
han, la phat trien "san pham'’, tim hicu khach hang, 
dong thdi nam ro tiing cong viec trong quy hoach ky 
thuat dang ditdc tien hanh ra sao. Co the noi, nhan 
vien dam bao chat Itfdng phai lo lang ve san pham, thi 
trudng va ca sU nghiep cua chung ta. 

Nhom cua chung toi dude to chric dan xen, trong 
do mo hinh to chute truyen thong la doc, nhom giam sat 
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tinh nang la ngang. Quan tri dii an, dam bao chat 
liidng, phat then phln mem, tai lieu ky thuat la boh 
vai tro khac nhau, thuoc to chufc phan tang ldp truyen 
thong; Ngoai bon vi tri nay, con cin cii dai dien tham 
gia nhom giam sat tinh nang, moi tinh nang do dtfdc 
lam ra dung thdi han, nhom nay co the hop bat ky liic 
nao can thiet. 

Phitdng thite boat dong cua nhom giam sat tinh 
nang co cac nhan to quan trong sau: Trao du quyen 
track nhiem , dong nhat nhiem vu, xay ditng nhan thde 
chung , dia vi binh dang. Nhom giam sat tinh nang la 
phuefng thiic to ehde hQu hicu nhat ma toi tiing gap, toi 
se than luan 5 nhan to do ditdi day: 

Trao du quyen: Bien che nhom giam sat tinh 
nang nhif vay co ve khong chinh thiic, khong de quan ly 
nhif each phan ting truyen thong, nhung no chi phat 
huy tac dung khi ditdc trao du quyen. Vi du nhan vien 
phat trien, co ve nhu chuyen trach mot linh vUe ky 
thuat nhat dinh, neu cho ho hoan toan din dat viec 
thiet ke mot san pham thi that khong thong minh, neu 
them mot so' ngufdi d vi tri khac vao thi se can blng hdn 
nhieu. (^hi dua vao quyet dinh cua quan tri du an, e 
rang khong day du, toi da xem qua rat nhieu quyet 
sach tot (hoae xau), nhung sau do lai bi quan tri du an 
bd di, toi khong he thay nhom giam sat tinh nang 
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nhung tay vao. Cung chmh la, chi can nhom giam sat 
tinh nang dude trao du quyen, va phat huy tac dung 
cua hp, se dam bao chat lacing cua quyet sach. (D if ring 
nhien can chon ngtfdi thich hdp tham gia nhom giam 
sat tinh nang, xem them phan phu luc). 

Track nhiem: Toi cho rang day la van dc thu vi 
nhat trong phat trien phan mem. Chu de ma ehung toi 
thng thao luan la "Trach nhiem cua ban la gi?" Toi cho 
ring, da so" suy nghi cua moi ngudi deu khong diMc siJ 
dung tot vi mpi ngitdi khong cho rang dita ra bien phap 
mdi la mot trong nhufng trach nhiem cua minh (Xem 
them nguyen tac 4). 

Tritdc het, moi ngitdi co the cho rang: "Do khong 
phai la pham vi trach nhiem cua toi”, do do khong 'Tim 
rdm", khong dita ra bat cuf y kien nao co tinh xay ddng. 
Cut nhd v£y se co rat nhieu hau qua, nhat la khi co van 
de ma khong the dung ldi noi de noi ket mpi ngitdi, rat 
de gay ra hieu lam, do" ky, ma cuoi cung chi con co the 
dung hanh dong de phan doi. 



Chi can mdi doi phddng di/a ra y kien, se de dang loai bo 
tam ly phong ngifa. 



Sau do, neu kien nghi thtfc stf noi len y kien cua 
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ho (Co the phai chap nhan nguy hiem), do! tUdng bi 
kien nghi co the lai co tam ly phong ngtia (Cung khong 
phai viec cua ban, quan tam lam gi cho met!), gay ra 
tranh cai. Co khi tam ly phong ngfta khong hoc 16 ra, 
nh&t la khi nhom cho r&ng tam ly phong ngtia la nhude 
diem. Dang buon la, cang la nhom hay ca nhan phat 
tricn, cang co che do quan ly tien tien, cang co nhieu ly 
do de chiing minh rang each lam hien co mdi la tot 
nhat, khong cin phai kien nghi gi ca. 

Hdn nua, neu ngUdi kien nghi khong khac phuc 
tam ly da kich cua minh thi kien nghi do se khong bao 
gid vao dude long doi phudng. Tam ly phong ngifa rat 
pho bicn, tam ly da kich cung vay. Thong thUdng ngiibi 
kien nghi deu co mot thai do mang tinh cong kich hoac 
co gia tri phan doan, day la yeu diem cua hau het moi 
ngUdi, con ngUdi nhan phe binh la ngUdi kien nghi lap 
tdc ket luan: "Dung la do ngoo", eanh oia cua sU hoa 
hdp lien dUdc dong lai. 

Rat nhieu y kien co tinh xay dung deu tieu tan 
nhu vay. Toi nghi den each duy nhat de giai quyet van 
de nay la hoi thao. Trong hoi thao, moi ngUdi chu dong 
de nghi dong nghiep neu y kien dong gop, trong vong 
tuan hoan diXa - nhan y kienphan hoi thong tin nay ai 
cung dua ra y kien, nhan sU gop y. Nhu vay se de dang 
loai bo tam ly phong ngtia, chuyen sang nhin nhan sU 
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viec chii khong phai nhin nhan con ngitdi, each truven 
thong tin ddn thuan nh\J vay lam cho ai cung co the 
nhan gop y va chap nhan thay doi. Dieu lam toi ngac 
nhien la, nhd hoi thao ma cac thanh vien nam ditdc cac 
ky thuat hoa hdp, va sau do lai khong can phai hoi thao 
thudng xuyen nha. 

Toi da co rat nhieu kinh nghiem si 1 dung hoi thao 
de giai quyet cac van de ve phat tricn phan mem. Cach 
lam giohg nhu nghien cdu mot van de, do mot thanh 
vien tinh nguyen chu tri; Van de dita ra diidng nhien la 
tinh huong thuc sU dang phat sinh, thUdng lien quan 
den mol quan he trong nhom, ngufdi chu tri sc mo ta 
tinh huong chung, doi luc co" y khong noi ro ten ai do, 
chang han: 

- Toi khong the tiep nhan each nghi nay. 

- Khong ai xem email cua toi (Chi kien nghi). 

- Ai do khong chu tam vao du an. 

Sau do, moi ngtfdi bat d&u thao luan, hoi ngUdi 
chu tri cac thong tin chi tiet hdn, lam ro nhufng cho con 
md ho, hoac hoi ngufdi chu tri ve cam nhan doi vdi cac 
sU viec do. Sau khi thao luan lam ro thi cung la luc giai 
quyet dude van de. 

Co hai each lam ddn gian se tao ra hai ket qua rat 
quan trong (Tit trude den nay chifa he lam toi that 
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vong). mot la thao luan nhu vay se lain xuat hicn nhieu 
bien phap mdi: Ban se thay ngUdi chu tri khong ngting 
noi M Cach nghi nav rat hay", va ghi ngay lai; Hai la ket 
luan cua hoi thao co the ring dung vao cac trUdng hdp 
khac tUdng tu, moi ngUdi se thay, day la van de ma 
thang trUdc minh da thao luan roi! Khi da co nhieu van 
de dude giai quyet. moi ngUdi cung se thay van de nav 
khong co gi dac biet. ca, va se co each giai quyet. 



Trong nhom giam sat tinh nang, thanh cong hay that bai cua 
mot ngudi deu rat ro rang. 



"Trach nhiem" co rat nhieu diem tot, rat it bi han 
che khi hng dung. Neu thanh vien nhom lanh manh, co 
trach nhiem vdi nhau trong ca qua trinh thUc hien 
nhiem vu - thiet he, phat trien , loai loi , chat litting } ky 
han - se gop y va phe binh co tinh xay dung, dong thdi 
tiep nhan vdi thai do dung dan. Do moi ngUdi deu co 
trach nhiem giong nhau. Khi da xay dung dude cam 
giac trach nhiem cho nhom, nhan thde ve trach nhiem 
sc truyen den thng ngUdi mot. 

Dong nhdt nhiem vu: Trao du quyen va cam 
giac trach nhiem, se lam cho ngUdi ta co quyen khong 
che va anh hUdng, lam cho ban than va nhiem vu dong 
nhat. Quyen khong che cang ldn, tinh dong nhat cang 


89 



cao. Tinh dong nhat la dieu kien tien quyet de phat 
tricn bat cvL mot ph£n mem tot nao, trang thai tam ly 
co lanh manh hay khong se dude no bieu hien tren san 
pham. Vi du, co ngUdi trong long co cam giac that bai, 
se dUdc bieu hien trong chile nang phan mem ma anh 
ta phu trach. 

Trong nhom giam sat tinh nang, ai cung coi san 
pham la trach nhiem cua minh. chu khong chi han che 
ve mat ky thuat. Khong ai co the che giau trach nhiem, 
thanh cong hay that bai cua moi ngUdi deu rat ro rang. 
Ban khong the trach quan ly khong tot bdi ban chfnh la 
ngiidi quan ly, ban cung khong the trach nhan vien ho 
trd cac tinh nang khac khong phdi hdp tot vbi tinh nang 
san pham cua ban, vi ban va ho co trach nhiem tUdng 
ho. Do do, ban co trach nhiem tim giai phap, cung nhd 
co trach nhiem khac phuc cac trd ngai cua ban than. 

Xay dung nhan thiic chung: Nhan thdc chung 
la bau khong khi cua nhom giam sat tinh nang. Vi 
nguyen nhan de moi ngUdi tap trung lai la 'Tinh nang 
san pham" chtf khong phai cong dung, vi trach nhiem 
co tinh tudng ho, md rpng tam long la viec rat can thiet. 
Toi thAy co mot so nhom giam sat tinh nang tu xay 
dung lai mol quan he cua ho, xay dung muc tieu chung, 
quy lioach lai tai nguyen, sUa doi lich trinh cho thich 
hdp ma khong gay ra xung dot. Cho du co xung dot, do 
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khong phai doi pho v6i con ngUdi hoac co mufu do r ; eng 
nen rat de giai quvet, khong ckn cap tren nhung tay 
vao> 

*/ ^ a n 

Dia vi binh dang: Do moi thanh vien cua nhom 

giam sat tinh nang co boi canh, chuyen mon va vai tro 
khac nhau, cung nhuf quan niem khac nhau, khong co 
trildng hdp ai hdn ai nen dia vi cua ho deu binh dang. 
Thong thifdng moi ngitdi deu co each nghi hoan toan 
mdi me ve cac linh vtfc khong thupc chuyen nganh cua 
minh, klch thich moi ngiidi pha vd nhefng han che trong 
quan niem cu, tao nen nhufng sang kien tot hdm Do y 
kicn cua moi ngildi dildc nhin nhan tren cac goc do 
khac nhau, lam cho cong viec phat trien phin mem 
dude xet tren nhieu nac ma trd nen toan dien hdn. Vdi 
cac vai tro khac nhau ho se quan tam den cac van de 
khac nhau: 

Quart tri dit an: tinh trang cua nhom hien nay ra 
sao? Qua trinh phat trien co thuan ldi khong? Lanh dao 
co phu hdp va co tac dung? Chung ta da di den giai 
doan nao trong chu ky phat trien? Tien do co dildc nam 
vhng? NhCtng cho can cac bo phan khac ho trd da dildc 
ho trd chiia? Muc tieu co ro rang khong? Con cac cong 
viec nao chtfa hoan thanh? Chu de cua cong viec tuan 
nay la gi? 

Nhan vien dam hao chat IxiOng: minh co lay dildc 
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ma chitting trinh theo giai doan nhit du kien tit nhan 
vien phat trien khong? ChUdng trinh co nhung loi nao? 
Cach doi pho vdi nhQng loi nay nhd the nao? Con 
nhung tinh nang nao chua diftic phat trien? Kha nang 
thiic thi cua chitting trinh 0 Quan tri du an co biet mite 
do on dinh cua san phdm? Cach lam cho nhom thau 
hicu lan nhau? Co phai ai cung nhan thtic ve tinh hinh 
san pham? Muc tieu ngan ban la gi? 

Nhan vien phat trien: Tuan nay co hoan thanh 
dung tien do cong viec; giao ma chitting trinh co tinh 
giai doan cho nhan vien dam bao chat lifting va nhan 
vien tai lieu? NgUdi dung co can den tlnh nang nay? 
Chitting trinh nay co de sit dung khong? Chitting trinh 
co chay du nhanh, dung luting du nho? Toi da xoa het 
loi chua? Co ai bi Id tien do do phai chti tien do cong 
vice cua toi khong 9 Toi co hieu biet muc tieu ngan trong 
tu&n? Cong viec cua toi co phu htip hitdng cua sach 
littic? Noi ham cong viec co dong gop cho quy hoach ky 
thuat hay chi la dong rac sdm muon gi se bi loai bo? 

Phu track san pham /kinh doanh: Tinh nang san 
pham co thu hut khach hang (Bao gdm khach hang 
tiem nang)? Lam the nao de mo ta tinh nang san ph£m 
mot each sinh dong? No co gay cam tinh cho khach? 
Sua san pham nhit the nao mtii kich thich ham muon 
mua hang? Khi nghe den san pham cua chiing ta, 
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khach hang se co nhung phan dng gi? Luc nao khach 
hang co the sd dung san pham nay? Tmh nang san 
pham co tang moi quan he vdi khach hang? Gidi truyen 
thong se dua tin nhuf the nao ve san pham? Muc dlch 
phat trien tlnh nang nay la gi? Toi co hieu ro tmh nang 
va tam quan trong cua san phAm 0 Co kha nang hoan 
thanh dung ban khong? Toi co can bao cho cong ty bict 
tinh khong xac dinh (hay xae dinh) cua san pham? Co 
hoi dUa ehde nang san pham ra tai dau? 

Nhan vien tai lieu ky thutit l hitting dan: Chdc 
nang nay co the sd dung theo phudng thde ddn gian 
hdn khong? Hudng dan cua minh da du ro rang? Da 
thiet ke den mdc ngUdi dung khong can hoc cung biet 
sd dung chua? Neu toi chua lam xong tai lieu, co qua 
muon khong? Tmh nang san phaim da dude nhan vien 
dam bao chat lifdng kiem thd chua? Cam giac cua minh 
vdi tmh nang nay? Toi co the hudng dan ro rang hdn 
khong? Cae thanh vien khac co tan dong tai lieu toi viet 
ra khong? 

Tuy nhom giam sat tmh nang rat quan trong, 
nhung muon to chdc thanh cong thi khong phai chuyen 
de. Trong to chdc phan tang truyen thong dUa nhom 
giam sat tlnh nang vao se la mot chuyen bien r&'t kho 
khan, kho khan nay co the xuat hien td ben trong hay 
ben ngoai. 
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Trong noi bo nhom giam sat tinh nang, ban than 
phai doi mat vdi tinh bat dinh khi idn, moi ngildi 
khong biet pham tru quyen tu chu la gi, chi biet <16 la 
mot nhom ngildi, can phai cung lam viec, nhilng khong 
biet phai dung phtfdng thiic quan ly nhtf the nao. Ban 
chat cua nhom giam sat tinh nang la pha vd vai trb 
truyen thong, nhung cac thanh vien lai thudng til dinh 
vi bang vai tro von co cua minh, nhuf vay tic dung cua 
nhom giam sat tinh nang se bi han che ro ret. Nhan 
vien phat trien thilbng dan dat hoat dong cua cac nhom 
nho, lam cho cac chile nang khac khong dude phat buy. 
Nhil vay, chile nang cua nhom giam sat tinh nang chi 
co the la tang sii hieu biet, dieu nav hoan toan trii vdi 
ty le dau ttf cho ho (To chile, hoi thao, chon ngudi, hanh 
chinh,...) 



Trong suy nghi cua nhieu ngutti, nhom ching qua chi la 
nhan thde chung gia tao va hoi nha khong that long. 



Hdn ntfa, thifdng khi co van de rat nghiem trong, 
ho mbi thanh lap nhom giam sat tinh nang. Neu luc 
nay ngubi quan ly buong tay de mac ho til lam tuy y, 
cac thanh vien se cam thay buon chan do bj hat hui. 
Ddi vdi nhilng thanh vien khong til giac, khi thay xay 
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dung nhom giam sat tinh nang co mdc do cao sc cam 
thay trong long bat an. Clitic nang cua nhom nidi nay 
rat kho co the phat huy, van de do vay ma cang lun sau 
hdn. 

Ban than nhom giam sat tinh nang cung ohUa 
day mau thuan va xung dot, vi trong mat moi ngUdi, 
nhom chang qua chi la nhan their ohung gia tao va hoa 
nha khong that long. 

Dieu duy nhat khong the phu nhan cua nhom 
giam sat tinh nang la sang tao, vcfi thu thach la nhUng 
dcm khong ngu, doi mat vdi nhOng sd hai. Va "xung 
dot" lai trd thanh ticu chi cua nhom, tuy do cung la 
dong ltfc de phat trien. 

Do do, thdi ky cUu cua dxt an thufdng khong nhin 
thay tarn quan trong cua nhom giam sat tinh nang vi 
chua co tinh thach thtic. 

Cudi cung nhom giam sat tinh nang van phat huy 
tac dung 16n nhat, chi ehn dude to chdc thfch hdp va 
trao du quyen. Nhom co lai nguyen, co sang tao, dUdc 
ngUdi quan ly ho trd, co the phat huy sOc manh kinh 
ngufdi, vao nhting giay phut quan trong, ho sc phat hien 
thay hoa ra minh co the lam dude nhieu viec rat quan 
trong. 

Ditdng nhien trong nhom giam sat tinh nang cung 
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co van de. Kat nhieu bo oc uu tu vdi day she sang tao 
khong dam dUa ra suy nghi cua minh. c6 mot liic: can 
npi tam lam ho kho co the bieu dat ra- Da so" moi ngUdi 
deu sd hi chi trfch, tam ly nay bat ngudn tii nhung kinh 
nghiem hoi nho: Do sU ban chc cua bo me ma hau het 
tre rat nhay cam vdi ca c thong tin nhu "Khong ditrtc 
lam nhu vay'\ de bao ve ban than, cin co" gang bieu 
hien nhu moi ngUdi, tuan r hu he gia tri chung cua da so 
nhUng ngUdi binh thUdng ma khong dam bieu hien sU 
vUdt troi, kha nang cua ban than. Nhitng , bieu hien 
khdc nguai mai la yeu to thanh cong trong phat 
trien phan mem . 

Ilanh vi tu han cho ban than, la hien tUdng thong 
thutdng trong cuoc song, nhung lai la can benh trong 
moi trUdng phat trien phan mem. Thong thucing moi 
ngUdi deu biet each song trong he thong giai ting, tu 
sUa doi thai do ban than cho phu hdp. Nhitng ngitdi 
quan ly cung co luc dua ra tin hicu ’’Thoi di! khong 
diidc nhu vay" (Co the do cac sach litdc mu quang hay 
sU co chap cua ban than, cung giong nhu bo me giao 
due hanh vi cua tre), lam cho cap dudi lo lang mat 
nhieu hdn dUdc. NgUdi quan ly can khuyen khfch moi 
ngUdi no luc phat huy, co thai dp khing dinh va ho trd 
thanh vicn xuat sac, toi thieu co thai do edi md. tich cue 
vdi nhiing y kien bat dong. 
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Mat khac, moi ngtfbi se c6 phan Ung khac nhau 
vdi y kien nay. Moi ngUdi cam nhan clitdc minh dude 
trao du quyen. ganh trach nhiem lbn, se tit truyen lam 
tu nay cho cac thanh vien khac. Su ttf do ca nhan nay 
dude bieu hien khac nhau theo tufng thdi cd, va cung 
ditcic nhan manh theo cac phudng thiic khac nhau, 
khong ai giong ai, nhufng rat kho nhan ra. Ai cung 
mong muon dcfdc thanh thtic, dude khuyen khich, difdc 
dao tao; Sdc bat va tfnh nhan nai giup moi ngiidi tao 
nen doan the, cung nhau treking thanh t.ren chi'nh doi 
chan cua minh. Qua trinh treking thanh nay tuy rat 
gian kho nhefng lai la dieu kien tien quyet cua nhom 
lam cong viec tn tuc xuat sac. 



Trong nhom giam sat tfnh nSng de xay ra doi thoai rat la, 
nhu kieu ai co the quyet dinh van de gh ngoai viec kiem soat 
ra ngudi quan ly con dong vai tro gi. 



Toi cung chu y thay, mile do tham gia vao nhom 
giam sat tmh nang, ty le nghich vdi mile do thanh cong 
trong to chiic chuc nang cu (Vi du vai tro tai lieu he 
thong) cua ho. Khi chdc nang cua ca to chi ic bieu hien 
khong noi troi, trong do co mot bo phan chdc nang tarn 
on, lam cho ca ban co bieu hien noi troi, sau khi cai 
thien chdc nang cua ca to chxtc, cam giac rbi rac ban 
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dau lai lam cho ngtfdi cua bo phan nay kho co the hoa 
nhap vao nhom glam sat tinh nang. 

Chung ta ban tiep den cac van do ban ngoai ma 
nhom giam sat tfnh nang co the gap phai. NgUdi tham 
gia thUc tc true thuoe bo phan chdc nang (Nhu quan ly 
d\i an, dam bao chat ludng,...) co muc tieu rieng cua be) 
phan anh ta, khi dieu sang nhom giam sat tfnh nang, 
dUdng nhicn se co chut phien phde. Co ie bo phan cu 
khong sang tao nhu vay, nhung trade khi thanh lap 
nhom giam sat, ho co cong hien nhat dinh vdi to chiic, 
khong it thi nhieu co thai do doi lap vdi viec thanh lap 
nhom giam sat chuc nang, trong linh vUc chuyen mon 
cu ho cung xay dung cam giac trach nhiem va cho dhng 
nhat dinh, bay gid dua ho vao mot to chtic mdi, lam 
nhung cong viec khong dung sd trUdng, hdn nOa trong 
mdi trUdng cu chUa dude trao du quyen, ho chi dua vao 
nang luc dc gianh cho dilng, vay ma lai khong can den, 
bay gid trong moi trUdng mdi dude trao quyen nhieu 
hdn, lam cho ho nghi ngd ve gia tri cua nhung thanh 
cong ban dau, do do ma ho cang kho thfch nghi vdi moi 
trUdng mdi. 

Nha quan ly biet phai dung phUdng thiic truyen 
thong nha the nao de tung ra san pham, khi nhin th&y 
nhung cong viec nidi bat dau cua nhom giam sat tinh 
nang khi mdi thanh lap, cam thay ho rat au tri va lo 
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lang T, Ho lam the thi sai roi, nen de toi lam, hoac de toi 
hudng dim cho". Day dung la quan tam that tot, ngubi 
quan ly khong quen trach nhiem cua minb vdi san 
ph&m, nghi ngb nhom giam sat tmh nang bi "chap” 
(Ban than toi da tting nghi nhit vay), ai lai de nhiJtng 
ngubi khong co kinh nghiem quyet dinh hudng phat 
trien cua ky thuat va san pham, dong thbi pham lai loi 
ma ngubi quan ly trudc day da gap! 

Ngubi quan ly glut can bang giuta "khuyen khfch" 
va ’'kiem soat" cap dudi, nen xuat hien doi thoai rat la, 
nhu hieu ai co the quyet dinh van de gi? Ngoai viec 
kiem soat ra con can dong vai tro quan ly gi? Neu 
khong phai quyet dinh cua ngudi quan ly, anh ta se 
phu trach nhu the nao? Dinh vi nhu the nao? 

Nam do toi da ixlng hoai nghi, cung nhu cac vi 
giam doc khac nghi ngd chung toi tai sao phai thanh 
lap nhom giam sat tlnh nang. Toi da thng mia dem bat 
day, tu hoi minh tai sao phai tu rude hoa vao than, nghi 
ra bien phap dien ro lam cho ai cung phai don het cong 
sue. Dan dan, chiing toi hieu rang vai tro cua nha quan 
ly c&n phai la hiidng dan, thach thetc, khich le, va 
khang dinh qua trinh sang tao nay. Neu quan diem cua 
chung toi dung, thuc te se tut chting minh. Khi trao 
quycn cho nhom giam sat tmh nang, tren tien de giam 
doc thach thuc cac thanh vien de ho ti i kiem tra xem 
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xet dong cd va hanh vi cua minh, ho trd ho dat dUdc 
nhan thcfc chung va boa giai cac mau thuan xung dot., 
giup ho thay ro ngUdi quan ly rat hieu ho, se ung ho 
quyet dinh cua ho. Chung toi luyen cho cac thanh vien 
tu di tim hieu nang, day la yeu cau rat cd ban, vi chung 
toi muon thanh vien tu chiu trach nhiem, cho ho co 
nang luc quyet dinh va thuc hien theo phudng thufc ly 
tUdng nhat cua ho. 


Uy quyen d£n tCr hoc thirc, chuf khong phai dia vi 



DUdng nhien, ca qua trinh nay la tuAn tu, xet 
tren mot y nghia nao do, no van khong ngting phat 
trien. Nhieu luc, nhom mong muon giam doc true tiep 
quyet dinh va xay dung muc ticu cho ho; Cung co luc 
giam doc yeu cau ho lam. To chdc theo chtic nang 
truyen thong va nhom giam sat tinh nang khong co 
ranh gidi ro ret. NhUng tat ca dang thay doi, toi cam 
nhan thay moi ngUdi dang di dung hudng cua minh. 

Trong mot du an ly tUdng, ve cd ban ton tai hai 
vai tro: NgUdi sang tao va ngUdi thuc day. NgUdi sang 
tao la nhung nhan vien chuyen nghiep, nhU phat trien 
phan mem, tieu thu, bao dam chat ludn'g va viet tai 
lieu; Con ngUdi thuc day phu trach tap trung nhan thcfc 
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chung va duy tri moi trUdng phat trien tot nhA't. Tai 
day co the phat huy she sang tao, co du tai nguyen de 
giai quyet cac van de va thUc hien ly tUdng, van hanh 
cua to chiic rat co hieu qua. NgUdi thuc day chinh la 
quan tri du an hoac quan ly, nang luc cua ho khong 
hien thi true tiep tren san pham, nhUng lai la nguon 
dong luc thuc day san pham thanh cong. 

NgUdi thuc day rung nhu ngUdi sang tao phai phu 
trach ket qua cuoi cung, con ngUdi sang tao cung phai 
nhu ngUdi thuc day phu trach nhan thde chung cua 
nhom. Lam trach nhiem hai vai tro ttfdng ho lan nhau 
la each lam rat tot, co Lh6 bo sung ho trd lan nhau. Tinh 
quan trong cua to chitc tang lefp truyen thong dan giam 
thap, quyen luc den tit tri tue crhiuf khong phai dia vi, 
day la dot pha co tinh each mang, dang de cac to chulc 
phat trien phiin mem suv nghi. 
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NGUYEN TfiC 8: TRflCH NHIEM CUfl QtlflN 
TRj Da AN 

Use program managers 


Quan tri du an la mot thanh vien cua nhom phat 
tricn, co cac trach nhiem sau: 

- Lanh dao moi ngUdi lam ra mot san pham thanh 

cong. 

- Dan dat moi ngUdi co ky vong va niem tin sau 
sac vcli san pham. 

- Lanh dao nhom thUc hien y tUdng, dUa san 
pha!m d\i kien ra ddi. 

Muon dinh nghia "Quan tri du an la gi'\ khong 
hang dinh nghia "Quan tri du an khong la gi° se ddn 
gian hdn. Vai tro thUc te cua quan tri du an khong phai 
la tinh chat cong viec ma nhu true giac cua nhieu ngUdi 
thudng nghi. 

Quart tri dtt an khong he co (hoac co rat it) quyen 
lUc hay dia vi chinh thric, toi thieu la Luc dau nhu vay, 
do do quan tri du an hay suy nghi ve van de nay. Quan 
tri du an kem se nghi rang cong viec cua anh ta la ve ra 
quy each phan mem de cho nhUng ngUdi khac viet 
chUdng trinh, kiem thii, viet tai lieu,... sau do hoan 
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thanh san pham theo ly tUdng cua minh. Trong tracing 
hap tot. moi ngUdi cho rAng anh ta ngay thd; Trong 
trUdng hdp xau, moi ngUdi cho rang anh ta ngu dot, 
lam khong dmc viec. Trade khi quan tri da an co gia tri 
doi vdi nhom, khong nen co bat cii quyen giam sat trUc 
tiep nao; May ma mot nhom phat trien lanh manh 
khong bao gid de chuyen nay xay ra, thanh vien se 
ngan chan dung luc nhang giam sat triic tiep bat hdp ly 
cua quan tri da an. 

Dudng nhien nhang viec nay co the lam quan tri 
da an phan no, do do yeu cau cap tren cho minh nhieu 
quyen hdn, neu cap tren dai den mdc nghe theo anh ta 
nhu vay, se cang dan den nhang chuyen dai dot hdn 
(xem nguyen tac 9). 


Thucng chi khi tinh hinh toi te den miic khong the cifu van 
dUdc nuTa, quan tri da an mdi hieu ra ''chinh tri“ chi la cai cd 
hdp phap. 


Toi da gap dude nhieu loai phan ling khac nhau 
td cam giac thUdng ton cua quan tri da an. Thadng gap 
nhat la quan tri da an bat dau sd dung vai tro thde su 
cua minh - lanh dao - de co nhang hanh vi tieu ciic 5 
bieu hien la "Rac chinh tri M (Political bullshit) ae y. 
Ngoai viec phai co kien thtic nhs£t dinh ve khoa hoc ky 
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thuat, lanh dao nhom phat trien phan mem can co kha 
nang quan sat nhay ben cao do, ckn phai nhan ra cac 
tam tii an dau sau cac hanh vi cua nhom. Co the thay, 
mot s 6 quan tri muon tranh nhOng van de phien phtic 
cua con ngifdi, tim each ddn gian hdn de nang cao ban 
than, ma trong cong ty phdn mem khong tranh khoi 
khoa hoc ky thuat nam giu van hoa, rat de cho rang 
"chfnh tri" la con dtfdng tien. Diidng nhien, dieu khien 
ky thuat se ddn gian hdn con ngitdi. Nhting khi moi 
ngUdi than phien ve nhufng mau mo chfnh tri. thuc ra 
la co ac cam vdi lanh dao. Dang buon la canh hat man 
nay dau dau cung co, to chdc lanh manh se it hdn 
nhieu. Do do quan tri du an that bai chuycn loi sang 
hai chut "chfnh tri". Nhdng chi den khi tinh hinh toi te 
den mUc khong the ctiu van noi nUa T quan tri du an mdi 
hieu ra "chfnh tri" chi la cai cd hop phap. le ra phai 
lanh dao thay vi giam sat. m(3i hieu ra trach nhiem cua 
ban than. Co ai muon d trong mot to chtic hon don? Khi 
quan tri dtf an hay ai do lam ton thitdng tinh lanh 
manh cua to chile, do cung la luc don nhan sU that hai. 

Tuy luc mdi dau quan tri du an chiia xac dinh 
diidc vai tro cua minh, khong dam khang dinh cong 
hien cua minh cho du an, nhitng khi nhan ra nen dung 
lanh dao thay cho giam sat khong che. sc cam thay tat 
ca deu hdp ly, muon sao difde vay. Quan tri du an can 
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lanh dao theo phtfdng thtic giao due de dan dat nhom 
phat trien. 

Quan trj du an ran co boi canh ky thuat. dong 
thdi phai nam vu'ng hai van de: Mot la nam vhng ky 
thuat dung de phat trien san pham; Hai la co kha nang 
lanh dao ky thuat Kay dung phan mem, day cung chfnh 
la pham vi thao luan chinh cua cuon sach nay. Quan tri 
diU an can phai biet kich thfch, khich le, yeu eau nhom 
lam ra nhutng san pham tot nhat va co hieu nang cong 
viec tot nhat; Nam vCing titng hang muc d&u tu va chi 
tiet tao ra trong qua trinh che tao ph&n mem; Biet each 
dung phifdng thtic tot nhat dinh nghia san pham va 
duy tri ky thuat lanh manh. Sau cung, quan tri du an 
phai la phat ngon vien cua nhom, doi mat vdi truyen 
thong, khacli hang va ca to chute. 

Quan tri du an la ngudi quan trong duy tri linh 
lion nhom, phai gibi thau hieu va lang nghe ngudi khac, 
co ban linh suy nghi tren dia vi cua ngudi khac. Tom 
lai, quan tri du an la nhan vat trong tarn trong phat 
trien phan mem. 

TINH THAN DONG DOI 

O day toi nhan manh mot quan niem, ma sau nay 
toi cung de cap: Phan mem dai dien cho nhom sang tao 
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ra no. Ban muon hicu nhom nay? Xem phan mem cua 
ho la biet ngay, hoac ngUdc lai. Toi nhan manh quan 
niem nay vi day la cd «(i quan ly phat trien phan mem. 
Thudng kho co the phan doan mot nhom dtla vao mot 
thdi diem, thdi doan, hay dtfa vao hanh vi cua ho, 
nhung hoan toan c6 the dua vao phfin mem. Phan mem 
se bieu hien trung thuc nhom sang tao ra no: Tat ca Uu 
diem hay nhiidc diem, cac loi tiem an hay sU doan ket. 
Neu muon hoi bat c \i dieu gi ve nhom? phan mem cua 
ho chinh la cau tra ldi. Neu ddi tUdng de hoi la ngUdi, 
ban con can chu y net mat va cac c\i chi chan tay, 
nhiing neu ban nghien chu ky phan mem cua ho, ban 
khong can phai hoi ai cung biet nhom cua ho co van de 
hay khong. Phan mem se tu bieu dat, no khong noi doi 
bao gid. 

Ly luan nay la cd sd quan ly phat trien phan 
mem, co the dung ding thric sau: 

Nhom = Phan mem 

(Team = Software) 

Nguyen tac cd ban la: Neu ban muon tim hieu bat 
ch dieu gi cua nhom, xem phan mem cua ho la dude; 
Neu thong tin khdp nhau, ban co the tin ttfdng vao tinh 
trang nhom ma minh nhin thay, ngUdc lai, phan mem 
chPa bieu hien dung tieu chuan can co, co nghia La 
nhom co van de, du nhom xem co ve lanh manh, ban 
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cung cin phai nghien ciiu tim ra van de de giai quyet 
triet de. 

Nhom tifdng dtfdng v6i phan mem, dung vay, 
nhung nhom la gi? Han dung phtfdng thuc va pbong 
each gi de lanh dao nhom? Toi tin rang mau chot cua 
phat trien phan mem co quan he chat che vdi ’Tinh 
than dong doi". Noi nhif vay that trim titdng, difc*i day 
la mo ta cu the cua ’'Tinh thin dong doi": 

- Mot nhom ngUdi dong tam hiep ldc, tap trung tri 
oc moi ngUdi, cung sang tao tai san tri tue. 

- Sifc sang tao ck nhan la dieu ky dieu. bat nguon 
tu tiem nang tam tri con ngUdi, dude tinh cam phat 
trien, bl ky thuat troi buoc. 

- Mot nhom ngUdi toan tam toan y eong hien sifc 
sang tao cua ban than, ket hdp thanh mot sdc manh rat 
ldn. Sdc sang tao dude ket hdp la do ho co quan he 
tudng ho, do do cang trd nen phdc tap. 

- Trong tinh huong phUc tap nay, lanh dao trd 
thanh chi huy "Dan nhac” con ngUdi, dan dat ket noi 
moi ngUdi lai vdi nhau. 

- Khi sU ket noi chinh xac va lanh manh, co the 
ket hdp hoan toan luc lUdng ca nhom, tao nen nhung 
hieu qua tUdng ting, loai bo hiem khich. Ket noi thau 
hieu lan nhau lam cho tu tUdng dUdc giao lUu truvcn 
dat rong rai trong nhom. 
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Phalm chat cong viec cua nhom con quan trong 
hon c a lich t,rinh ; con sU vT dai cua lac pham chi di/dc 
thtfc hien khi dac biet tang eddng 'Tinh than dong doi M , 
Co the coi "Tinh than dong dpi' 1 nhu gia tri binh quan 
tinh than cua moi t.hanh vien, ma tinh than ca nhan 
lam cho anh ta biet suy nghi, biet cam giac va biet suy 
dean. 

- Neu coi thudng "Tinh than dong doi" se nhan 
dtfdc ket qua tkm thiidng. 

Vay c£n co thai do the nao ve 'Tinh than dong 
dpi”? Dap an chinh d trong cuon sach nay. 
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NGUYEN T£C 9: UY QUYEN CMCJf KHONG PHfll 
B0O QUYEN 

Be an authority, not an authority figure 


Trong to chiic. da so moi ngiidi di tim uy quycn 
cho minh, du do la tot hay xau. Hien tUdng tam ly nay 
eo the do ho mong muon mot ket cau quycn luc nhif 
trong gia dinh: Bo me khong che va bao ve tre. con tie 
dua vao bo me. Du nhu cku nay bat nguon tii dau moi 
ngiidi dcu mong co quycn liie va doi tUdng diia dam. va 
coi ngUdi lanh dao la hoa than cua quyen luc - co 1c do 
ngitdi quan ly cung cd mong muon nay. 

Muc dich cua uy quyen la dc cho moi thanh vien 
co uy quyen nghe nghiep cua minh, tU tin vdi nghe 
nghiep cua nhom, do mdi thuc sU la uv quycn cua ngiidi 
quan ly. 

Trong bat ky xa hoi nao, moi ngUdi thiidng coi 
doan the la mot ket cau da quen thuoc, xu hudng nay 
rat ro trong nhom lam vice. Moi ngufdi thiidng tii coi 
nhUng ngiidi gap trong cong vice, nhii nhtfng ngiidi da 
gap triidc day, nhat la viec hay coi ngiidi quan ly nhu 
cha me, tham chi, ngifdi xuat sac trong nhom co the coi 
lanh dao cap tren nhu mot nhan vat diy uy quyen. 
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Hien tiidng nay co the tao ra hinh tUdng ”bao quyen" 
cua ngitdi quan ly. 

Oung nhu d nha vay. mot to chuic lanh manh phai 
trai qua 3 giai doan: Tre , thanh xudn va tritdng thank. 
Vao thdi ky tre khi mdi thanh lap nhom, thanh vien bat 
giac coi ngUdi quan ly nhU ngUdi rat co uy quyen: Quyet 
dinh moi vice, dam bao tai nguyen, quvet dinh thitdng 
phat. Con cac thanh vien t \i xay ddng vai tro cho minh: 
Phuc tung. Do ho tin tifdng vao uy quyen, tam ly thanh 
vien sc dita hang loat mo hinh ”le ra phai nhu vay” vao 
hinh tUdng ngitbi quan ly, va coi quan he gitfa quan ly 
va nhom rat ddn gian va ngay thcf. Loai mo hinh quan 
ly ”le ra phai nlnf vay” bao gom dac tfnh, uy quven, 
thanh edng... cua lanh dao. Thiic ra dieu nay khong co y 
nghia gi trong thde te, quan ly thong minh sc khong 
lang phi thdi gian tim hieu uy quyen cua minh trong 
long moi ngtfdi. 



Moi ngudi co khuynh hiidng coi ngudi quan ly co uy quyen 
nhif me vay. 



Neu quan ly tiep nhan hinh tUdng uy quyen met 
each au tri nhtf vay, vdi quan he khong lanh manh 
”lanh dao - thanh vien”, ca nhom se mai d giai doan tre. 
Hay nhd rAng, muc tieu cua chung ta la lam cho moi 



thanh vien deu c6 uy quyen, chu khong phai tap trung 
uy quyen cho quan ly. NgUdi quan ly phai ton thdi gian 
mdi co the giiip moi ngUdi chap nhan quan mem nay, co 
lc se co ngUdi than phien rUng trong nhom phai co quan 
mem dung dan ve uy quyen thi mdi co the phat trien 
dude. Doi vdi nhom ehUa tracing thanh, phac hoa muc 
lieu con le hdn la tao nhan thUe chung, ban co the tap 
trung moi ngUdi lai, noi cho ho biet muc tieu ban xay 
dung cho ho la gi, day la each lam ngan han, lau dan se 
xuat hien nhufng chuyen gia ve ky thuat hay san pham, 
hudng dan muc tieu cua moi ngUdi doi vdi san phaim, 
ngUdi quan ly phai tin tUdng va ung ho muc tieu nay, 
dong thdi truyen ra ca nhom. 

TRAO OU QUYEN 

Tor rat muon tim mot ham nghia khde de mo ta 
"Trao du quyen" bdi hien nay tit nay da bi lam dung 
qua nhieu. Nhitng co diing danh tit gi bieu dat, quan 
niem nay van mdi La gia tri trung tam cua nhom che 
tao san pham tri tue. Moi ngititi thitdng khong phan biet 
ro giita "Cho phep” va "Trao quyen’, cho phep la "Cho 
thanh vien lam hat cit viec gi ma anh ta cho la tot 
nhat”, con trao quyen la "De thanh vien suy nghi, sau 
do doc het site lam", hai van de hoan toan khde biet. 

Trao du quyen lam cho thanh vien co the phat huy 
kha nang , khong hi can trd, giup ho loai bo tat ca 



chitting ngai, etc ho cl it a vao site lUc ban than dat dittic 
thanh edng. Tit do la nen tang ciia trao quyen , de ho tit 
do phdn doan va thUc hien, tit do suy nghl va bieu dat 
nhitng viec ho cho rang nen nghl va nen bleu dat, tit do 
chap nhdn mao hiem m.a khong sti bi phqt. Trao du 
quyen la ket qua hoc tap day dil chti khong phdi la bo 
qua, de mac ho muon lam gi thi lam. Khi quan ly not 
utii cap dittii "Day la quye , dinh cua cau", thi anh ta eta 
phdi- ho tref day du ■ hudn luyen , thong tin, tai. nguyen - 
de cap dittii co the dita ra quyet dinh dung dan, do mtii 
la trao du quyen . Neu khong, de cap dittii quyet dinh thi 
chdng khac gi khong them quan tarn den ho. 

Neu ai c.u.ng ditqc trao du quyen , vqy khi xung dot 
thi phdi quyet dinh nhit the nu.o? Day Id van de thuoc ve 
ly luan, trong thitc te se khong xdy ra. Trong moi tri/ting 
trao du quyen, khong phai la. him don vo to ehtie ma la 
sit thitc va tai nang se lanh dao tat ca, ai cung co cam 
gidc an toan, do do khong con that do hep hoi hay kieu 
ngao, va the la viec thiet ke phat trien phdn mem trti 
thanh viec sit dung tai nguyen mot each dtin thuan. 
Nhom dittic trao du quyen se co kha nang phdn tich itu 
nhittic diem cua cac phitctng phap , dong thtii chon ra 
phitting phap co Itii cho muc tieu , quyet sach khong he 
dung hay sai m.a la can hang gitia chitc nang sot? 
pham, tai nguyen va thtii gian. 
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Ban biet each to chdc nhom, dan dat nhom phat 
trien, do cung cap moi trtfdng ky thuat tot, trao quyen 
cho nhom hoan thanh san pham dung han, da phat 
trien nay con phat trien hdn, tat ea deu la uy quyen cua 
ban. Kien Lhdc cua ban la r, tinh thin dong doi", "tac 
pham dong doi" hay quan he gida chung. Uy quyen 
thde sd cua ban den Id nhdng viec nav, chd khong phai 
dja vi ma cong ty giao cho ban, hay do nhdng dda dam 
cua cap difdi. Nhdng quyen uy la nhu ciu ve hinh 
tddng quyen ldc cua moi ngddi, nham dam bao rang co 
ngddi quan tam den anh, bao ve ldi ich cua anh, ton 
trong anh, chd khong phai uy quyen thde sd> 

Vay uy quyen thde sd co nhufng anh hudng gi? Do 
la ban biet. minh dang lam gi, de thanh vien hieu ban 
dang lam gi, de thanh vien va ban cung no luc tao gia 
tri cho muc tieu da dinh. 

Nhom trong giai doan tre sc khong biet each tiep 
nhan quyen dddc trao, co ngddi lo lang khong co muc 
tieu, thicu muc tieu ro rang, khong td nguyen lam vice 
kho,... Luc do, each duy nhat de kich thich nhom phat 
trien la tap trung sdc ldc vao hoan thanh san pham 
dung han, quan ly chi can chiu trach nhiem ve tien do 
va chat lufdng san phim, phai ban khoan ve ranh gidi 
phan cong cong vice va dia vi, ehu tam hoan thanh san 
pham dung ban, ddn gian boa muc tieu, loai trd moi 
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phien nhieu. Quan ly dung thai do do dua vao cong viec 
cua nhom, se tu pha vd quan niem bao quyen, dua 
nhom til phat trien. Do ehfnh la "uy quyen", la hanh 
dong, la cung nhau xay dung san pham phan mem. chd 
khong phai la ai quyet dinh cai gi, hay ai eo quyen 
quyet dinh thUdng phat. 
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CANH TRANH 

Trong bat cti thi tradng nao, deu co mot trong bon 
tinh huong sau: 

- Khong co doi thu canh tranh. 

- Khong co phan thang bai vdi doi thu canh tranh. 

- Tut hau hdn so vdi doi thu canh tranh. 

- Dan trade doi thu canh tranh. 

Du la tinh huong nao, deu phai co phan doan 
chlnh xac ve hadng di cua thi IrUdng tudng lai, dong 
hadng cua doi thu, dia vi va hadng canh tranh cua 
minh. 


NHAN LOAI HOC THU NHO 

Trade khi phan tlch tinh chat boh loai thi tradng 
va doi sach thlch hdp, chung ta hay bdt chut thdi gian 
nghien ctiu kinh nghiem canh tranh cua thicn nhien. 
Toi nghi ring de cho nhutng nha nhan loai hoc ban se 
hay hdn, nhung toi thay ve ban chat moi tradng canh 
tranh tren thtfdng tradng cung la thu nho cua canh 
tranh cua con ngUdi, tham chi con khoc liet hdn. Trong 
canh tranh, chi co hai goc do la chien thing va that bai. 
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Uy hiep, mong tUdng, sd hai va hv vong dcu nam 
trong long nhOng ngUdi tham gia, dudi sU tac dong cua 
noi tam phtfc tap vdi nhufng tam tii doi lap, kich thich 
tao ra nang litdng, giup ngiidi ta doc het tam tri vao 
sang tao nhufng thanh qua to ldn. 

Canh tranh thitdng mai bat nguon tit khat vong 
nguyen thuy cua con ngufdi vdi chicn tranh, ban chat 
chinh la chinh phuc ke thu, chiem doat tai san va pha 
huy tiidng lai cua ho, so vdi ngitdi da man thi chi dep 
hdn ve hinh thrfc ma thdi! 

Canh tranh chinh la chiem doat tai nguyen cua 
ngifdi khac lam cua minb, thay the moi trtfdng song cua 
con chau doi thu thanh moi trUdng song tot hdn cho con 
chau minh. 

Tuy canh tranh hien nay cua con ngufdi khong con 
la sat hai sinh mang nhau, nhiing lai xuat hien nhOng 
cuoc canh tranh tai nguyen giuta cac nhom hdn nufa 
khong phai vdi muc tieu la thu san, tai san hay dat dai. 
(^hung ta co le deu co mot ket luan chung: Con ngufdi 
hien nay, co xu htfdng ket hdp tung nhom de theo duoi 
mot muc tieu nao do, chung ta gqi xu hudng hop tac 
nay la "H&p tac nhom " (teamwork). Doi vdi mot so 
ngtfdi danh tit nay chi co nghia la hien tit mot each yeu 
dt hoac y tot vo tac dung, nhiing mot vi du ldn hdn la: 
Mot bay sol hung ac dang an mot con citu, dan soi se 
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khong vi tranh an ma tan sat lan nhau, ma chi c6 the 
giet con vat ma no san dUdc. 

Xam ldde nhom c6 tinh huy diet, va co ve rat kho 
nghe. Trong thuc te hanh vi canh tranh trcn thiidng 
trUdng chi la phien ban hien dai trong cuoc song cua 
con ngtfdi hang ngan nam nay. Chung ta co the suy 
doan mot each hdp ly, sd di con ngUdi lua chon kha 
nang hdp tac nhom la vi day la phiidng thtic thanh 
cong rat hutu hieu, co hieu qua hdn bat cii hdp tac nao 
khong thuoc nhom. Do do chung ta khong the khong tin 
rang canh tranh nhu vay va qua trinh dien bien van 
khong ngitng xay ra. 

Toi khong muon difa ra bat cU phan doan dao due 
nao ve dac tinh nay cua con ngUdi, nhung toi co khuynh 
hudng tin rang dac tinh hdp tac nhom nay co vai tro rat 
quan trong trong qua trinh tien hoa nhan loai. Van 
minh. thau hieu, yeu, trung thanh, tin cay hay tham 
chi xao quyet deu bat nguon tii dac tinh nay. Mong 
muon chinh phuc doi thu, san moi, hay gianh gi4t 
khong gian sinh ton luon xuat hien trong hoat dong cua 
con ngtfdi, khi suy nghl den to chute doan the va tinh 
hinh canh tranh deu can de y den cac nhan to nay. Cac 
thanh vien trong nhom cua ban, deu la nhung the he 
da tting hdp tac va gianh ditdc thanh cong. 
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Neu chung ta coi doi thu canh tranh nhu ke thu. 
vay thi trtfdng chinh la con moi ma moi ngUdi tranh 
gianh, hoac la manh dat mau md cho doanh nghiep sau 
nay. Neu chung ta chiem dude thi tracing, cung chinh la 
chiem dutdc tai san cua doi thu, duoi doi thu di hoac 
tieu diet ho. 

Chung ta can phai hieu dude, bat cd thi trUdng 
nao co ldi deu xuat hien doi thu canh tranh, chi la van 
de sdm hay muon ma thoi. Doi thu se to chdc nhom cua 
ho de tranh hdn vdi ban, chiem thi trUdng, tim moi each 
de loai ban ra khoi thi trUdng, ban cung nha vay. 


CANH TRANH PHAN MEM 

Trade khi trien khai bat ky du an nao, c£n phai 
danh gia chi tict ve hadng canh tranh. Trong nganh 
phan mem rat kho sinh ton nay, canh tranh co tinh 
chat ca nhan, khong nhu cac nganh truyen thong ca 
doanh nghiep deu canh tranh trong linh vUc rong. Phat 
trien phan mem la suy nglri va sang tao ca nhan, ma 
canh tranh lai la giua tri tue cua cac ca nhan, hudng 
canh tranh cung thay doi nhanh hdn bat ky mot nganh 
truyen thong nao. Doi vdi moi ddn dat hang trong 
nganh truyen thong, deu so sanh xem ai xU ly nhanh 
hdn, nganh phan mem thi phde tap hdn nhieu. Chung 
ta da ddng d dau cung cua khoa hoc ky thuat thong tin, 
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mot so san phsim phan mem hay ky thuat chi trong mot 
nam da thav doi hoan toan. Bdi chu ky song cua san 
pham chvfa hot, nhung thi trrfdng da thay doi can ban, 
do do rat kho co the coi canh tranh phan mem nhif mot 
thi trirdng ddn le. 



Do chu ky song cua san pham chua bet, nhUng thi trudng da 
thay doi can ban, nen rat kho co the coi canh tranh phan 
mem nhu mot thi trddnq ddn le. 



Do nganh phan mem thay doi qua nhanh, chien 
ludc kinh doanh co tmh toan cau cua san pham phan 
mem can phai vha mdi me vha sau sac. Tien bo cua 
khoa hoc ky thuat cao lam cho ngUdi ta tien len vdi toe 
do cao, moi ngay deu co thay doi mdi. Phien ban nam 
2000 dufdng nhien co nhieu chdc nang tot hdn phien 
ban nam 1999, va nhiem vu quan trong ma cap thiet la 
phai gidi thieu cho ca the gidi biet phien ban mdi co gi 
mdi, co tinh nang gi dang gia. 

Neu ban khong the luon nam dude mach dap cua 
thdi dai, neu ban met moi trong bien chuyen nhanh 
chong va khoc liet cua moi trUdng xung quanh, nhat la 
nhting hanh dong cua doi thu, neu ban khong the tiep 
tuc sang tao cac ky thuat von co, dam bao luon dan dau 
thi doi thu se thita cd tien len, thay doi cho ban va trd 
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thanh ngtfdi chien thang Iren thi triidng, chiem lai diidc 
khach hang. 



Sau khi xac dinh diidc tinh hinh cua ban, can suy nghl stf 
dung cac bi/dc di lieu chuan 



Rat ro rang, trong bat ky mot moi triidng canh 
tranh nao deu co rat nhieu each de phan kfch doi thu, 
nhilng chung ta ehi thao luan ve bon loai dien hinh 
tren. Cung nbii the cd vay, co nhieu biick: di tieu chuan 
md man, cung nhii khi doi choi, dung each tan cong gh 
each doi pho nao deu can tuy thuoc vao tinh hinh cua 
ban. 
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NGUYEN T#C 10: KHONG CO 001 THU CHUfl 
CH^C Ofl Lfl OIEU TdT 

Alone? A market without a competitor ain’t 


Chung ta thUOng nghe noi den mot so cong ty cho 
rang minh khong co doi thu canh tranh tren thi trUdng, 
vi ho co sun pham dac sac, kenh tieu thu doc dao, hoac 
dinh vi cua ho doc nhat vo nhi, khong ai co the canh 
tranh. Dudng nhien, trong mot so^ trUdng hdp, each noi 
tren co the dung, nhdt la nhtfng thi trUdng mdi, hoac 
nhung thi trUdng rat chuyen mon, co ban chat rieng. 
Nhung thong thudng, each dinh vi do chua hop ly, bdi: 

Trade het, each noi nay dai dien mot quan niem 
gia tri sai lam, cho rang ’’khong co doi thu canh tranh” 
la dieu tot, co mot so cong ty kieu hanh noi ding minh 
khong co doi thu, va cho rang do la hien tUdng dang ta 
hao> Quan diem nay chUa ban da dung, neu mot thi 
trUdng du manh, no se thu hut doi thu canh tranh. 
Trong thuc te, doi thu thUdng sii dung chien lade tiep 
thi co chUc nang giong cua ban, ”giup" ban tao ra mot 
thi trUdng, cung ban khai thac thi trUdng, 

Thii hai, neu doi thu theo sat khong rdi, sao chep 
nhiing dac trUng san pham ma ban thanh cong nhat, 
ban se th&y rat kho khan dan dat thi trUdng. NhUng 
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dong tac sao chep cua doi thu cung co nghia la kblng 
dinh dia vi dan dAu thi trifdng cua ban. Kmh nghiem 
cho thay, trd thanh duy nhat trong thi trifdng se dan 
den nhieu thif bat on, chifa phai la dieu tot. Neu ban 
quyet djnh dau tif mot dii an ky thuat mdi viidt thdi 
dai, ban cAn co mot cai moc de chung minh rang minh 
da du tien bo, dong thdi tao nen nhdng tac dong tdi thi 
trifdng. Neu khong ai c&n den thi trifdng cua ban thi thi 
trifdng do con co gia tri gi nuta. 

Thd ba, neu ban la duy nhat tren thi trifdng, se 
khong the xay doing hinh tiidng doc dao ro ret trong 
long khach hang. Qua that, trong long khach hang cong 
ty hay san pham cua ban deu gidng nhau ca, bdi ho 
khong hieu ro ve dac diem ky thuat cua ban. Khach 
hang viia khong co lua chon, cung khong he thiia nhan. 
Ho phai difdc so sanh roi lua chon san pham cua ban, 
ho mdi phan biet difdc dac diem cua ban, cung mdi co 
the giai thfch difdc tai sao ho chon nhif vay. Nhifng neu 
ban la duy nhat tren thi trifdng, khach hang khong cin 
thiet phai phan biet dac trifng cua ban, hay tim hieu 
diem khac biet cua ban, so vdi ngUdi khac. 06 rat nhieu 
bien phap tot khong difdc ch&p nhan, vi do von la bien 
phap duy nhat, khong the co doi tiidng so sanh de tim 
ra sii khac biet. Mdi muc mua ve deu mang tinh mao 
hiem. Truy trong thdi ky dau cua phan mem, xifdng san 
xuat co the hdp tac chat che vdi khach hang, cang no 
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liic va tao ra moi quan he tot. Nhitng da so" cac trifdng 
hdp deu la: Meu khach hang mua mot san phan' duy 
nhat Iren thi trtfdng soi dong, ho se dan cam thay that 
vong. 



Ooc nhat tren thi trirdng, rat kho co the chuyen cac thong tin 
cfoc dao ve san pham cho khach hang. 



Biidng nhien, d phia trtfcfc chung ta da noi qua, 
nc"u La duy nhat trong thi tritdng sc co hai tinh huong: 
Mot la thi tritdng mdi. De dan dau trong thi tritdng, 
nhanh chong chiem linh thi phAn la mong muon cua 
moi cong ty phAn mem; Nhung dang buon la, can rat 
nhieu von dau tu de khai thac tren mot thi trudng mdi 
toanh, rui ro ldn, chi nhting cong ty co nguon von ldn 
mdi dam nghl den, hoac la nhiing cong ty sdm da chiem 
ditdc khach hang. 

Khai thac thi tritdng mdi toi thieu co hai van de: 
Trudc het, chuyen thong tin tdi khach hang nhu the 
nao? Chile nang mdi va ky thuat mdi thtfdng rat phuc 
tap, rat kho giai thfch ro rang, can phai trich dan va co 
dong rat ldn mdi co the giup khach hang hieu ro. Trii 
phi ban co mot chuyen gia giup moi ngUdi thau hieu, 
dong thdi dung luc khach hang rat can, ma san pham 
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cua ban lai trong tam diem, neu khong chi phi tiep thi 
se khong ty le vdi hieu qua dem lai. 

Van de thu hai la, san ph&m mdi thudng ckn hoat 
dong tiep thi rat 16n, thdi gian dc cang lau, ty le th^ng 
cang giam. Sau khi ban dong goi, xay dung hinh tUdng 
san pham, dinh gia, xay dung kenh phan phoi va quang 
ba thong thudng thi ban cung khong con bao nhieu von 
lieng nOa, co khi con khong ddi den luc co hdp dong thu 
hai. 

Doi vdi canh tranh doc nhat nay, khong can phai 
noi nhieu hdn, neu ban khong co doi thu, thi ban phai 
biet va hieu each duy tri thi trudng cua minh. 
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NGUYEN TfiC 11: OOI THU DUOI SflT? TUNG 
RN NHUfNG TINH NflNG M0(l 

Dead beat? Break out of a feature shoot-out 


Trong xu the thi trutdng canh tranh khoc liet, 
nhat la khi chifa co ai noi troi, moi ngudi deu tranh 
tung ra nhtfng tinh nang san phalm mdi, de to ve khac 
hiet vdi doi thu va thu hut sii chii y eua khach hang. 
Luc nay trong diem danh gia Uu nhiidc diem cua san 
pham la xem san pham co nhung tfnh nang gi. cung 
nhu cap do chat lucing. Ban da nghe ve hop kiem (check 
box, hop chon, dung dc khach hang danh dau ncu chon 
lUa), nhung san pham co tfnh nang nhuf vay thifdng 
dung de so sanh, nhan xet hay lUa chon, xem xem cac 
san ph&m tren thi trUdng, san pham nao co (hay khong 
co) tfnh nang nay. Ket qua la phai ton them thdi gian 
xay dung tfnh nang nay cho mot so khach hang can lua 
chon, hoac do mot so nhu cau trong kinh doanh, giup ho 
nhan thay san pham nay khong bi lac hau. 

Gia th&nh cho phUdng thiic canh tranh nay rat 
cao, dong thdi cung khong hieu qua. 



Cang co nhieu tinh nSng, cang lam cho san pham phinh to 
va yeu hdn. 
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Neu bo qua cac nhan to dinh gia, kenh tieu thu, 
dich vu, ... ma chi xet ban than phan mem. co hai chien 
ludc chinh de gianh chien thang ve tinh nang san 
phAm. Phadng thtic thh nhat 1A ban dua ra tinh nang 
san pham luon vudt trade doi thu, lam ho khong the 
duoi kip trong mot hai chu ky san pham. Kho khan cua 
chien ludc nay la, do sang tao cua ban can phai co bade 
tien dai, sU phuc tap cua san pham tang len ro ret, rat 
kho co the dung phUdng phap ddn gian ma hieu qua de 
hadng dan khach hang sU dung nha the nao, co nhutng 
ldi ich gi, ... Hdn nOa tinh nang se ngay mot kho lam 
hdn, san pham mem se phinh to va yeu di, duy tri tfnh 
on dinh rat kho khan, san pham cang 16n, thdi gian de 
nang cap phien ban mdi cang lau, day la dicu kho tranh 
khoi. 

Khi ban dung chien lade canh tranh nay, c£n 
thiet la doi thu cung sii dung chien ludc nay va ban 
phai xac dinh dude tinh nang san pham cua doi thu 
khong the so vdi cua ban, khong the duoi kip trong mot 
thdi gian ngan. PhUdng phap nay dang de thti, nhung 
khong phai la phadng phap tot nhat. hdn nUa lam nhu 
vay khong the xay dung dude phan mem lc3n. 

Mot chien lude nfla de gianh chien thang trong 
canh tranh tinh nang san pham la dAu tU ldn vao tinh 
nang san pham mau mUc, hdn nUa tinh nang san pham 
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phai nhieu den m\ic do'i thu khong the so sanh vcfi ban 
trong linh vtfc 06 tinh mau miic nay, toi thieu phai vUdt 
ba tinh nang mdi du an toan. Mot khi ban da xUng 
hung diidc thi doi thu phai tam rut lui, du ho co ve hdi 
noi troi hdn. Dieu quan trong la, co the thuc su! thay doi 
plnfdng thtic lam viee cua ngUdi dung, thi co the thang 
ldi gap nhieu lin, neu khong chi la to diem cho cac tinh 
nang ma thoi. 
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NGUYEN T&C 12 : TUT HflU? TANG CU0NG 
OflU TU, NHflNH CHdNG TUNG R6 PHIEN 
BflN MOTI 

Behind? Ship more often with new stuffs 


Trong nganh phan mem khong the co hai that bai 
hoan toan giong nhau. San pham that bai co rat nhieu 
nhan to khong ro rang, trong do thudng gap nhat la 
phien ban mdi khong so ducfc vdi san pham cua doi thu. 
Neu doi thu vUdt ban mot vai chu ky cua phien ban thi 
ban dang trong tinh the nguy hiem, khong the khong 
kiem diem triet de va tai dinh vi. 



Neu ban gSp may, con song sot thi ban van co cd hoi phan 
dau gianh chien thang. 



Tap trung she h ic nang cao san ph&m von edn 
phai dau tit nhieu. hdn nha trong mot thdi gian ngan 
phai xay dung nhieu tfnh nang mdi se lam loan ca 
nhom, ket qua se con nguy hiem hdn, du de loai bat ch 
san pham phan mem nao khoi thi trufdng. Do tut hau, y 
chi cua nhom da suy thoai rat nhieu. Lieu thuoc manh 
nay co the con nguy hiem hdn, cung nhu dieu tri hoa 
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chat vay, chvfa tri co the gay thudng ton ldn hdn ban 
than can benh do. 

Phat hien minh tut hau se lam cho ngiidi t.a dau 
buon, gidi truyen thong, cap tren, dong nghiep, khach 
hang, ca the gidi deu biet ban co bieu hien kem. Do la 
cam giac rat dang sd, hdn nua ket qua cung khong biet 
se ra sao. 

Neu ban may man con song sot, ban van con cd 
hoi de phan dau. Nhufng buon phien van quay nhieu 
xung quanh. Nhat la khi ban phai cho ca the gidi biet 
quyet tam bai khong nan cua minh. Dieu nay rat quan 
trong, vi khong ai mua san pham ma cdng ty phat trien 
ph&n mcm sap v\lt di. 

Gidi truyen thong danh gia kha nang thi cu mac 
ho phe binh. Du sao thi co bien ho the nao ho van nhan 
xet nhuf the. Chi bang chuyen tam tap trung tat ca tai 
nguyen, chu&n hi ky cho tran chien tdi, ban chi thua 
mot 14n chd khong phai danh mat tat ca. Bao loan thuc 
luc, ban van con cd hoi de chien thang. 

Khong ckn tuyen bo ke hoach trude. Mac du ban 
c4n phai tuyen truyen, can phai lay la the dien, cung 
can cho khach hang cu mot tia hy vong, nhitng khong 
dUdc buong ldi tnfdc khi hoan thanh san ph4m, Lam 
nhit vay rat nguy hiem, chang khac gi giam liieu dng 
khi tung san ph4m ra. 


9-720 
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Doi vcfj ban than va noi bo nhom deu phai thtia 
nhan su thtfc that bai, khong dude gia nhif khong co 
chuyen gi (Khong c;in noi cho ngUdi khac biet). Thuc su 
tim ra loi quan trong nhat, siia doi thdc stf va sau do lai 
bat dau. 

Neu van de la 16i ph£n mem qua nghiem trong, 
dudng nhicn phai don sach trong phien ban tdi. toi 
thieu phai loai ditdc cac loi chinh. Day la cong viec ton 
rat nhieu thdi gian, co the lay sach tai nguyen cua ban. 
Neu co nhit vav, cung khong dtfdc thu phi t \i ban stia loi 
do bdi 16i do khong phai do khach hang. Toi cho r&ng 
chiem ditdc vi the tren thi trildng can den mot tit: Tan 
nhan. Ban phai tan nhan khi tim kiem sU vifdt troi. 
cung nhif tan nhan khi tan cong. Chien thuat hufu hieu 
nhat la dita ra san pham mdi nhanh hdn doi thu. Quan 
mem nay chmh la: Lam cho khach hang tin tifbng vao 
ban, to ro y do cua ban. Neu canh tranh ph^n mem nhtf 
mot tran dau, khach hang chinh la khan gia. Khan gia 
se thlch dpi suat sac, va ho co quyen quyet dinh ai 
thang ai thua. Do do, hay ddng day! Du cue dien khong 
co ldi, cho khach hang thay ro thxtc ltfc cua ban, xem 
each gianh chien thang cua ban. 

Neu nhom cua ban co the dua ra san pham mdi 
nhanh hdn doi thu, dong thdi von ddu tu dude han che d 
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miic do hdp ly, cuoi cung ban se thang! Tung san phim 
ra la van de kho khan nhat, neu ban lam tot. hdn doi 
thu, ban se co cd hoi de bieu hien cac diem tot hdn 
khac. Dita ra san pham mdi dung han va thifdng xuycn 
la bao boi ldn nhat trong nganh phat trien phan mem. 
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NGUYEN T#C 13: DflN OflU? KHONG OUQC 
QUAY L6I 

Ahead? Don’t ever look back 


Ban da dan dau? Chuc milng ban cuoi cung da 
xifng hung xufng ha. kho khan hien nay cua ban la tiep 
tuc dan dau hudng di cua san pham trong linh vile do. 
mi) ra ky thuat nidi va cae cd hoi mdi di kcm. Tu man 
la ke thu ldn nhat cua ban. hay ghi nhd may vice sau: 

Ban khong the duy tri viec luon dan dau. Luon co 
ngtfdi can pha ban bat cil liic nao, ban khong biet ddi 
thu la ai? Dung phitdng phap gi^ Khi nao? 

Ban phai canh tranh vdi chinh minh. Bay gid ban 
phai tang dau tii vao tinh nang cd tmh mau mUc gap 3 
Ihn, noi dung moi lan nang cap phai phong phii hdn (du 
ban da gifl chiic quan quan), tao dung dia vi cao hdn 
cho ban. 



Cho tat ca moi ngudi thay la ban dang tien manh ve phia 
trUdc, khong he quay dau lai. 



Hay nang toe do thay doi den muc khong ai co the 
duoi kip. La ngtfdi dan dat thi trtfdng, ban co cd hoi ttf 
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quyet dinh lich trinh va toe do nang cap. Ve ly ma noi, 
ldi ich ma ban thu dtide cao hdn ngtidi khae, ban phai 
tang dau tit de on dinh dia vi dan dau nay. Gianh dtide 
thi trtidng rat kho, nhLfng duy tri no con kho hdn nhieu. 
Hay nhd rang, neu doi thu nam dticfc quyen khong che 
toe do nang cap. co the ban se mat vi trf dan dau, toi 
thieu cung bi cp phai dtia ra phan ting ttidng ting. Ohu 
ky song cua san pham khoa hoc ky thuat cao dtide tfnh 
theo thang, chti khong phai theo nam, ma sti thay the 
cua cac the he phan mem dien ra rat nhanh, co the bien 
chuycn bat cti Luc nao, do do ban phai luon giti dtide 
kha nang hanh dong nhay ben cua minh. 

CAn ha quyet tam lam den cung. Ngoai vice cung 
cb dia vi hien co, ban con phai t.icp tuc thach thtic 
nhting muc ticu cao hdn. Hay cho moi ngtidi biet r4ng 
ban dang tien btidc, khong he quay lai. Ban khong dtide 
de hien thtic han che btidc di cua minh, tinh ttidng 
thi'ch rat quan trong, khi tien len phfa trtidc ban phai 
dam bao san phdm co tinh ttidng thich, de khach hang 
co the di cung ban, chti khong dtide de cho khach hang 
hay ai do giti lai. 
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NGUYEN T#C 14: DflM BflO SU M0I ME 

Take the oxygen along 


Khi ban quyet dinh phat trien phan mem may 
tinh ca nhan, nhat la khi dung tren moi trUdng 
Windows, ban can phai co nhan thiic: Ban khong chi 
phat trien phan mem, ma ban dang lua chon mot kieu 
triet hoc song. Toe do thay doi cua no dien ra chong 
mat, cung giong nhU sU bien thien cua khoa hoc ky 
thuat va xa hoi. Nhanh den mdc ban chua kip thich 
hng da phai nang cap. Qua trinh phan tich, phat trien, 
xay dung, duy tri khong con la mot cong thbc dude thao 
tac boa nba. 

He dieu hanh mang tinh toan cau lien tuc nang 
cap da tr b thanh dac tinh ccJ ban cua thdi dai thong tin. 
thuc day phan mem khong ngirng thay doi. Khong chi 
la ph^n mem, ma ca phbn cung, cac thict bi ngoai vi va 
cac hang thong tin dai chung deu bi anh hUdng ldn do 
he dieu hanh nang cap. Tiet t.au bien doi nhanh chong 
nay la trang thai thong thufdng cua xa hoi thong tin, 
cung la thh ban khong the doi khang dude. 



Tiet tau bien doi nhanh chong la trang that thong thirdng 
trong xa hoi thong tin, ban phai tien len, neu khong se bi tut 
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Co phan hng nhanh nhay v6i khoa hoc ky thuat 
thong tin toan cau la dieu kicn cd ban cua to chile lanh 
manh. Xtfdng dong goi phan mem dong goi ky thuat cua 
ho vao phan mem de ban cho khach hang, ma ban than 
san ph&m la cong cu chfnh de ket noi moi ngUdi. De giai 
quyet van de hien tai, xtfdng phat trien phien ban nang 
cap, do la duy tri hanh vi mu a hang co tinh lien tuc, 
chd khong phai mua mot lan roi thoi. 

Xtfdng he dieu hanh khong ngufng dtfa ra ban 
nang cap, khong chi vi Idi ich cua minh (Tuy lam nhif 
vay se co Idi cho ho), ma muc dich chfnh la dtfa khoa 
hoc ky thuat mdi vao trong san pham, dc cho khach 
hang sU dung. Neu hang phat trien phan mem ting 
dung tren may tinh ca nhan ho qua mot. phien ban cua 
he dieu hanh, khach hang se khong the sU dung nhung 
diem hay cua he dieu hanh mdi, chang ban khong the 
tang toe do hoac cam thay dang dung san pham loi thdi. 

Khong dupe coi thifdng she manh cua trao ltfu. 
Hay thu xem mong muon va cam nhan cua ban doi vdi 
xe may, thdi trang hay am nhac, se hieu rd rang khong 
the ngan can trao luu. Khach hang cung thich khoa hoc 
ky thuat mdi nhat, tien Idi nhat. Do vav, hay dua trao 
luu vao trong ke hoach phat trien san pham cua ban! 
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KHACH HANG 

Do da so" cac hanh vi mua phan mem deu la mua 
ban nang cap cho phan mem hien co, nen cac eong ty 
phan mem deu cAn duy tri quan he lau dai tot. dep vdi 
khach hang, nhitng day khong phai la van de de dang. 
Chung toi khong ban den hanh vi mua hang chi mot 
lan ia thoi. Ve cd ban, song trong the gidi khoa hoc ky 
thuat tien bo, khach hang deu mong muon nang cap 
ph£n mem. "Quan he duy tri" giua khach hang - hang 
cung cap ray rat mat thiet va phtic tap dong thdi cung 
rat quan trong trong nganh ph&n mem. 

Sd di mdi quan he khach hang - hang cung cap 
phtic tap den kinh ngac la do khach hang mat. rat nhieu 
thdi gian sxi dung ph£n mem, va nghien chu kha «;iu. 
Lay ngay Visual C + * cl a chung toi lam vi du, toi dam 
bao khach hang moi ngay dung no hdn 8 tieng, thdi 
gian song trong the gidi nay con dai hdn thdi gian 
trong the gidi thuc. Thdi gian dung san pham con nhieu 
hdn thdi gian lam viec hay noi chuven vdi moi ngtfdi, 
day la viec dang phai chu y! 

Nguyen nhan thu hai lam cho moi quan he khach 
hang - hang cung cap trd nen phiic tap la: Phdn mem 
khong chi tieu ton thdi gian ciia ho, ma con gay han che 
cho ticm nang cua ho. De cd the trd nen tu dong hoa va 
sh dung hieu qua, can phai dila ra rat nhieu dieu kien 
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han che cho phan mem, nhung Jong thdi cung han die 
luon bieu hien tu do cua ngtfbi dung. 

KHACH HANG Bl PHAN M§M TROI BUOC. 

Neu khach hang thick san pham cua ban, can 
phdi c.hu y den nhitng thao luan ditdi day . Khach hang 
h/a chon phan mem cua ban la do nhan to tam ly va 
tam tit , chit khong phdi nhu cau lam vice. Khi mua san 
pham cua ban , cung nhu mua ede mat hang khdc y deu 
co niem tin nhat dinh. hue nay ban phdi that, can than , 
mdi quan he khach hang - hang cung cap rat de co van 
de. 

Khach hang chon ban khong theo ly tinh , cung 
chita he so sank vdi ede san pham khde. Khi da hei 
nhiet tinh , ho se cam thay chan ghet , dong thdi cam 
nhan ve san pham cua ban mot each khong edng bang. 
Ban phdi bii dap nhi/ng an han cua ho do khong chon 
h/a khi mua; Ban phdi lam, cho khach hang tinh 
nguyen chon ban. Cho dii hien nay bi phan mem cua 
ban troi buoc, nhitng khong phdi da len nham thuyen 
ma ddnh phdi chon ban. Luc nay , ban d trong trang 
that phan dien , can lam cho khach hang cam thay ho 
da khong qu.yet dinh nham. 

Moi dong tac cua ph&n mem deu qua thiet ke (It 
nliieu deu hoi y kien chuven gia). Ngiibi thiet ke tim ra 
chvfdng trinh thong thudng nhat, quy nap mot nhom 
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dong tac tieu chu an, sau do lila. chon mot so" chtic nang 
til dong, quy dinh cac quv tdc nhap hay xuat, can phai 
chav Lren may nao, dung phan mem nao de thuc hien. 
Mue tieu ngUdi dung cua ngUdi thiet ke la da so nhflng 
ngUdi binh thufdng, ngUdi thiet ke mong r&ng eo the lam 
cho cang nhieu ngUdi dude thoa man nhieu nhat. Cach 
lam nay khdng sai. nhung lam cho ngUdi ta cam thay bi 
can trd. 

Tuv ngUdi dung mat nhieu thdi gian cho ph&n 
mem, nhung lai khong eo anh hudng den thiet ke. Phat 
trien phan mem nhu dong tac cua hop den. eo rat nhieu 
thong tin dude dUa vao, cac lap trinh vien se tim ra loai 
hinh chiem da so, suy nghi den nhu cau chu khong noi 
true ticp v6i ngUdi diing. San pha!m nhu vay dung de 
phue vu thi trUdng, chU khong phuc vu khach hang, 
each lam nay tren thilc to da lay di rat nhieu tiem luc 
cua con ngUdi. 

Su khong can doi nay la c&n thiet, nhUng lai lam 
phtic tap moi quan he vdi khach hang. Dung vav, ai 
cung co the noi. cong ty phAn mem khong phat trien du 
cac cong cu (Co the do nhan to ky thuat hay thdi gian), 
ma chi chu tarn phat trien cac ph^n mem \i ng dung cho 
rieng minh, cong ty phan mem thudng lam cac phan 
mem ma ho cho la dien hinh, ma khong cho khach hang 
sU tu do khi s \l dung. Tuy moi ngUdi deu mong muon 
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lam viec theo phitdng thtic cua minh, nhifng da so" ph&n 
mem deu veu cau ngrfdi dung phai sti dung phifdng 
thtic dac biet de thoa man mot chut ca tinh rieng. Vav 
thoi, chi ckn lam difdc, khach hang se mien cifdng thay 
vita y. Hang phhn mem ting dung co the tang no luc ve 
diem nay, de cho khach hang co them khong gian cho 
rieng minh. 


Khong co no lam gi cung khong xong, nhung khi co roi toi 
vln chiia lam dufoc dieu minh muon 

Nhifng do s \l khac biet cua moi ngifdi ma can phai 
cho them nhieu dac tritng vao cong cu cua phtin mem, 
ngupc lai co the lam cho phiin mem trd nen phtic tap va 
khong difde moi ngutdi chap nhan. Su phtic tap khong 
the chap nhan chcfa chac do cae dac trifng gay ra, 
nlufng chung thudng di lien nhau. Do rat kho thiet lap 
cac dac trifng rieng, mong muon tit thiet lap hay bi that 
bai. Noi cu the hdn. chfnh la difa ra ket qua co tinh dan 
hoi. se vo tinh hay co" y lam hai moi ngtidi gap van de, 
sau do lam roi tung len, ai cung khong hai long. Ve ban 
chat gitia "De sti dung” va "Tien thay doi” ton tai xung 
dot va doi lap. Neu ban giam thieu van de nay, se dap 
ting dufdc cang nhieu nhu cau khac nhau cua khach 
hang. De phan mem de sii dung la ca mot hoc van ldn, 
con lam ph&n mem co the van dung linh boat cang kho 
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hdru Neu ban lam cho chung ddn gian hdn, se rat de 
thu but khach hang M Thay doi nhu cau chinh la yeu cau 
cua toi”. 

Trong the gidi co thdi gian va tai nguyen htiu han, 
hang ph£n mem ran phai chon tfnh nang thfch hdp de 
phat trien, dudng nhicn nhu vay so han che khong gian 
sU clung cua ngUdi dung. Cang ngay cang nhieu ngtidi 
dung chan nan ve han che cua phan mem, co the dap 
ting nhu cA\i cong vice hang ngay, nhung khong the noi 
la vtia y. NgUdi dung phan mem cuoi cung rat buon ba 
vdi hien thUc, ngay nao cung dung, nhung han che rat 
kho chiu, nhung khong co chung lai khong on. Cung 
nhu moi lan di giav deu can dung don got de dua chan 
vao - nen cung co the coi day la hien tUdng "dot got". 

Toi thUdng hay dien giang ve chu de phat trie 
phan mem. moi khi ban ve quan he phan mem vdi 
khach hang deu hay dung may chieu, phla tren viet 
"Hau het cac phan mem deu hong' 1 (Most Software 
Sucks), lan nao cung lam cho moi ngUdi lan ra ctidi va 
vo tay khong ngdt. Toi khong the khong thtia nhan, 
ph£n mem hien nay tuy lam cho ngUdi ta chUa vtia 
long, nhung van eon tot, do do mdi co the lai hang chuc 
ty dong! 

Toi Lima phan mem, cung rat thich chung (ltic mdi 
dau) chi vi chung rat tot. Nhung cang dung cang thay 
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bi han che, con khong vita y bang toi tu viet. Toi tliiet 
lap lai cau lhnh, van khong on, the la toi quyet dinh 
dung phan mem khac, ket qua la thay moi viec deu 
thay doi that, nhtfng phan mem mdi con te hai hdn, toi 
danh quay ve sii dung phdn mem cu. Toi that the chet 
vi may eai nay! Cac hang phan mem than men, hay eho 
toi mot cd hoi sii dung phin mem nang cap, khong co 
no toi c.hang lam gi dude ca, nhuEng eo no roi toi van 
ehiia lam dude thu minh muon. 


PHLfdNG THLTC MUA CUA KHACH HANG 

Xet tren goe do khach hang, qua trinh tarn ly mua 
phan mem ddn gian chia thanh may giai doan, vdi cac 
thh t.U: TrUde het, ho nhan thong tin ve hang, co chu y 
(Attentive) tc3i san pham. sau do bdt dau co filing thu 
(Interested), muon tim hieu ve no, roi tin fitting 
(Convinced) rang mua no la quvet dinh dung dan. 
Dudng nhien, neu ngay tit d&u anh ta da khong them 
nghe thi se khong co nhufng thay doi tarn ly sau do. 
Nhung du khach hang da co tam ly tin titdng, ciing 
chUa nhat dinh la se mua, ma con phai co mong muon 
(Desire) ve san pham, thi ho mdi thuc hien hanh vi 
mua. 

Ban muon lam cho khach hang mong muon ve 
san pham, thi phai suy nghi den van de nay ngay tit 
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khi thiet ke. Tcfdng tUdng xem phan mem cua ban co 
thuoc tinh (Properties) gi co the dap ting nhu cAu cua 
khach hang, cu the: hdn, ban than ban phai "mong 
muon" no va bicu hien cu the ra. Cac ehtic nang khac co 
the ban bac them, nhitng phai nhan manh trong tarn 
nay. Suy nghi di suy nghi lai ve cac thuoc tinh, nghi lai 
cac phien ban trade xem da lam den mile do nao ve 
thuoc tfnh nay, tim each de no di vao tting ngo ngach 
chtidng trinb, phai lam cho khach hang thtic. sti thay ro 
thuoc tfnh nav mdi thoi. Phai lam cho bat cti ai khi mbi 
sti dung deu bicu no va noi dude ra thuoc tfnh nay la 
gi? 

MY HOC PHAN MEM 

O day chung ta hdi di xa chu de mot chut , de ban 
ve MY HOC. Da so'moi ngitdi deu nghe qua , nhUng chi 
co khdi niem rat m.d ho, cam. thay do la kien thitc lien 
quan tdi nghe thuat hay thiet ke. Co le ban ve MY HOC 
tit gdc do phan dien se de nam ditdc tinh than cua no 
hdn , nhitng thtilam moi ngitdi chan nan hoqc buon ngu 
khong the goi la dap. Do do , ve dep se lam moi. ngitdi 
phan chan, nhay cam hoac thoai mdi. 

Cdi gi lam cho ngitdi ta phan chan? Dap an la 
nhitng vat de cam nhan nhit hinh dang, mau sac, dm 
thanh, dong tac , cam giac hod hap... Nhitng thuoc tinh 
nay gay sit chu y cho moi ngitdi. Khi thiet ke sdn pham, 
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dita cam gidc dep vao se lam cho ngittii dung vui ve, de 
chiu khi sit dung. 

Tdc dung phan chan tuy chi la phitting tien tam 
iy, nhitng co the anh hitting den. hcinh vi khach hang . 
Lam cho san pham phan mem. ciia ban co cam gidc dep, 
se cang co gid tri sit dung va them nang thi tritting. 
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NGUYEN TflC 15: LfIM KHflCH HflNG VUI 
MtfNG 

Enrapture the customer 


Da so khach hang deu mua phicn ban m6i cho 
phan mem san co, sau mot thdi gian dai sti dung, ho 
biet dupe bet Uu nhupc diem cua phan mem. Hdn ntia, 
do bo phan kinh doanh khong ngting tuycn truyen san 
pham va dich vu, thi trUdng hieu rat ro ve cong tv cua 
ban. Tom lai, khach hang biet vc ban. 

Neu khach hang phai dtfa vao phan mem ma ho 
chtfa dupe thoa man. ho se cang cam thay khong thoai 
mai, phdn mem ho dung hang ngay ludn trong trang 
thai "don got", ho mong rang ban co the stia dupe trong 
phicn ban tPi, chi edn giay rpng ra mot chut cung dupe. 

De hoa hop vpi khach hang can dap ting dtipc 
mong moi cua ho, hieu ro diem khong vtia y cua ho 
trong moi phien ban. Neu ban trung thuc vdi khach, 
mong muon nghe ho, tiep thu y kieii cua ho, ho sc 
nguyen di cung ban (Tuy co khi ho van con btie doc 
trong long). Vi du, neu trong he thong cua ban co mot 
chUdng trinh nho rat phtic tap, lam cho khach hang 
dau dau, ban se phai cai tien trong phien ban Idi. Hv 
vong thap nhat cua khach hang la ban co the hieu dupe 
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nhdng kinh nghiem dau thudng ma ho da gap, dong 
thdi bieu hien dieu do trong phien ban tcfi. 



Mong muon thap nhat cua khach hang la ban hieu dugc 
nhufng kinh nghiem dau thLfdng ma ho da g3p phai. 



Dieu vita ke tren la thanh cong thong thudng, cac 
sail pham 16n khong nhii vav, ma can phai dUa true ky 
thuat vao nhu ck u sau kin nhat cua khach hang, chd 
khong phai mong muon thap nhat. Ban phai dung bicn 
phap sang tao. dap ling nhiing nhu cku kho noi ra cua 
khach, dung san pham de cho thav ban hieu ro nhdng y 
nghia sau kin, lam cho ho vui mitng va cam dong, loai 
bo nhutng khuyet diem lam ngtfdi ta phan no, lam phdn 
mem phu hdp vdi nhu cau cua ho 

Phan mem ldn se dude chu’ng minh tren thi 
trUdng. Cac phien ban I6n va hoan thien khong ngirng 
ra ddi, cho khach hang thay ban hieu ho nhif the nao, 
va thu hut rat nhieu khach hang. I.an se diidc khach 
hang coi nhif nguon goc cua stic marh, do do khach 
hang cung rat vui thich. 

Van de tU nhien lai ldn, lam sao de biet cai gl lam 
phien khach hang. Dieu quan trong la, lam each nao de 
do xet noi tarn cua ho? Cau tra ldi that ddn gian, true 
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tiep hoi ho vao bat c\i luc nao bat ch ndi nao, bat cii 
hinh thhe gi va qua bat c\l kenh nao. 

Dieu tra thi trufdng va cac con so thong ke se cbo 
ban biet them ve thi trildng, giup ban quyet dinh hiicJng 
san pham tiidng lai, cho ban nhbng dh lieu ro rang. 
Nhufng neu ban muon xay diing moi quan he tot vdi 
khach hang, thi do la cong viec co tmh nghe thuat chh 
khong co tmh khoa hoc, hdn nha ban muon biet cac van 
de quan trong, vay thao luan dudi day se cho ban vai 
phudng thhc kha ddn gian de hieu khach hang. 

Gun thu cho khach hang hoi ho thfch hay khong 
thich cai gi; Goi dien cho ho; Tro chuyen trong cac cuoc 
trien lam; To chhc "Cau lac bo ngUdi tieu dung". Khong 
co pbufdng phap nao La phhc tap hay ton tien. Cau lac 
bo ngufdi tieu dung chi can co mot dia diem, mdi mot so 
khach hang khong xa lam la co the ngoi ban rat nhieu 
chuyen, ban chi can chinh ly qua so ghi chep la se co 
nhhng y kien sau sac. Dieu tra thi triTdng, nghien cutu 
xem chung ta can phai biet vAn de gi, dung bang hoi 
dap de dieu tra se co diidc nhhng y kien rong rai. 

Ban khong can phai lam y het nhuf tren. Trong 
nhom phat trien phan mem cua the gidi hien thuc, nhA't 
dinh se tranh luan khong ngilng ve y kien khach hang 
(Y nghia thuc chat ma khach hang am chi la gi, dUa y 
kien do thuc hien vao phan mem nhu the nao,.,.). Dieu 
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nav rat binh thiidng, dong thdi cung la hien tUdng tot, 
co the khuyen khfch ho lam nhif vay. Ban co the tiep 
tuc truy tim nhu cku cua khach, ghi nhd rang thi 
trtfdng ngay cang phtic tap, tim hieu nhu cau khach 
hang la cong viec co tinh lien tuc, khong phai la nhiem 
vu ngan. 

Dc hieu ro nhu cau cua khach hang doi vdi ph^n 
mem can phai co ky thuat, sU sang tao va khong ngCrng 
no lUe. Ban phai nhan biet difdc nhu cau trong tam cua 
thi triidng, tap trung ky thuat va tai nguyen de dap 
ting. Hieu dude nhu cku trong tam se co cac hieu qua 
sau: 

- San pham dem lai cam giac an toan cho khach 

hang. 

- San pham giup khach hang nam vung nhieu 

hdn. 

- Neu san pham khong bang cua doi thu trong 
mot so phuong dien nao do, nhung van dap ting nhu 
cau trong tam cua khach hang, san pham cua ban van 
co hy vong chien thang. 

- Thong tin phan hoi cua san ph&m rat ro rang. 

- San pham ddn gian de hoc. 
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NGUYEN TfiC 16: TiM KIEM HONG TflM 

Find the sweet spot 


Toi tin rang thi trUdng cung co hong tarn, hong 
tam chmh la tap trung gia tri quan cua moi ngUdi. 
Hong tam luon di dong theo sit trUdng thanh cua thi 
trUdng, co luc con di chuyen rat nhanh. Neu san pham 
cua ban co the nam clung trong diem ma da so moi 
ngUdi deu nhan d|nh, tuc la dung hong tam, do vay chi 
can cong bo hop ly la se dUdc thi trUdng chap nhan. 

Khi chung toi phat, Lrien Visual C/ + 1.0, moi ngUdi 
deu cho rang C ++ nhat dinh se trd thanh chu chot tren 
thi trUdng. Do cac dai ly deu bay ban ca C va C*~ ncn 
khong the thong ke dUdc mUc do tiep nhan C ++ tren thi 
trUdng qua cac con so, ('hung toi chi co the gia thiet, do 
trong nhom san pham nay chu ycu la nhu cdu ve trinh 
bien dich C + ’ nen so lUdng hang ban da chUng minh 
C ++ dUdc rat nhieu khach hang chap nhan. 

Dieu rat mUng la, khi do cac nha phan tlch, gidi 
truyen thong va khach hang deu cho chung toi bict 
rang, thi trUdng mong muon chung toi dUa mau 
(Template) va xii ly khac (Exception handling) vao 
trong san pham. Dbi vdi C 1 ' ma noi, luc do van kho 
thiet ke nhu vay, dong thdi do han che ve thdi gian, hau 
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nhu khong c6 each nao de dap ling nhu cAu do, hdn nOa 
chun g toi nghi ngd khong biet khach hang co thiie su 
cAn chutig toi lam dieu do khong. Toi khong ngirng tU 
hoi; M Tai sao phai dua cae tmh nang phiic tap do vao 
trong san pham. va toi dam cUdc la rat it ngUdi co the 
sU dung chile nang phiio tap nay". Tren thiic te day 
chfnh la cd sd ly luan trong kinh doanh, di tim cai doc 
dao m6i thoat khdi su troi buoc cua truyen thong. 


Trong khi thu thap thong tin thi truting, nhan duoc nhung cho 
ky la ho$c bat hgp ly, di vao chinh diem nay, thoat khoi sU 
troi buoc cua truyen thong. 



Chung toi nghicn ciiu va ket qua cho thay chua 
deii 15% ngUdi chuyen tii C sang C ++ , tuy co 80% dU 
dinh, hoac mong muon so chuyen sang vao nam sau. Do 
do, chung toi b5t dau tim hieu true tiep doi vdi khach 
hang, nham tim hieu nhu cau thuc su cua ho. Thudng 
khach hang khong cho ban biet ho dang can gi, nhat la 
khi dap an di ngUdc vdi truyen thong. Bdi ho khong co 
cam giac an toan, ho co the cho ban biet ho cho rang ho 
can. Do cung la mot trong nhUng ly luan cua kinh 
doanh: Khach hang sd khoa hoc ky thuat mdi, nhan 
vien phat Lrien cung vav. 
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Neu ban bade vao phong phat trien phan mem va 
hoi ho: "Co bao nhieu ngtfdi khong biet dung C +i '? ,t Toi 
nghi r&ng chac chan se khong co ai dting day noi: ”0. 
Chung toi con dang chd mau ccf, hay nhijfng ly do khac. 
Vi vay, ban can phai tim hieu sau ve nhu cau thuc te 
cua ho, chd khong phai tlnh nang ky thuat ddn thuan 
nay. 

Caeh lam thuc sd hutu hieu, la hoi rieng anh ta: 
"Co phai anh gap rac rdi khi diing C ++ ?" 

Luc nay co the khach hang noi thde long: "Dung 
vay, toi thuc sd khong co thdi gian hoc C**, no rat phtic 
tap, toi xin dau hang. Ngay Windows toi con khong 
nam vutng, tay toi da thd mua vai cuon sach hadng dan, 
toi cung xem qua dia hinh nhung toi van chda co chut 
khai niem gi ve no; Nhang moi ngddi deu biet sd dung, 
toi lac hau roi, phai lam sao bay gid? Toi thay rat lo 
lang'\ 
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NGUYEN T^C 17: XAY D^ING QUAN Nf V0I 
KhflCh HANG, CHd KHONG f>0N THUAN LA 
BAN SAN PHAM 

It’s a relationship , not a sale 


Luc do, do quan niem ve C ++ con mdi me, ro rang 
la khong the dung ngon ngut lap trinh phhc tap nhu vay 
de phat trien thi trUdng. C ++ thtfc sU rat kho, khach 
hang khong biet nen hoc sci dung nhu the nao, ngay ca 
chiJdng trinh Windows cung vay, rat nhieu ngiidi deu 
chan ngan. Ho thay rang muon lam dUdc ph&n mem 
xuat sac thi phai bo qua nhieu cong stic. 

The la trong nhom co ngtfdi nghi ra bien phap 
thong minh: Thuat si (wizard). Hien nay thi no khong 
co gi xuat sac, no khong phai gay than thong, chang 
qua chi la cai nut de tao ra mot doan ma ma thoi. Xet 
ve khai niem, thuat si ch&ng khac gi phan de nhat 
trong so cac tinh nang ma minh da sii dung (tuy cd sd 
cua no la thu vien Microsoft-MFC, rat kho). Nhung 
thuat si chinh la hong tam, no giup cac lap trinh vien 
chi can bam mot nut la co diidc mot dong ma cd ban. 

Sau khi chung toi dita thuat si vao san pham, ty 
le clncm linh thi phan cua Visual C ++ tang ro ret len 
hang tram diem. Tit vi du cua Visual C ++ co the thay, 
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ling dung ky thuat cao khong phai la trong diem, ma 
trong diem chinh la giup khach hang cua ban, tim ra 
nhu cau thuc sU cua ho, ho dang ban khoan ve nhutng 
van de gh sau do tap trung tat. ca chu y vac no. Khong 
can quan tarn den mau hay cac danh tit ky thuat khac, 
chi can toan tam toan y phat trien nhiing thif ma da so 
moi ugUdi dang can la ditdc. 

Khach hang can dude thau hieu, tuy co the ho 
khong the noi ra, ban can phai cam nhan nhu clu thuc 
sii, dong tkdi dung san pham phan mem de chiing minh 
la ban da hieu khach hang. Dat trong tam ky thuat vao 
day, lam ra nhiing thu ma khach hang mong moi. 
Trong vi du Visual C ++ , mong muon cua khach hang la: 
'Tbi muon trd thanh cao thu trong lap trinh C*‘, trd 
thanh lap trinh vien vdi miic litdng 90 ngan do 
My/nam, Neu anh lam cho toi thuc hien ditdc mong 
muon nay. ma khong pin i hoc met nhu vav. tbi se bo 
ticn mua san pham cua anh, dong thdi bao cac ban tbi 
deu dung san phbm nay, tbi chac chan se mua no! Neu 
cong ty khong mua tbi se ttf moc tui ra mua, neu vd tbi 
khong dong y tbi se tranh luan den ciing, tbi se mua no 
vdi bht cd gia nao". 



"Toi chac chin se mua phan mem nay! Du co phai cai nhau 
vdi vd, tbi nguyen mua no vdi bat edgia nao”. 
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La hang san xuat phan mem, can luon ghi 
nhd khach hang can cam giac an toan, mong co 
the dieu khien difcfc phan mem va mong no co the 
giup ho thanh cong, Khach hang khong thha nhan 
ho khong the theo kip khoa hoc ky thuat mdi, ho se 
khong noi: "Phan mem cua anh hong rdi". Ho se nghi: 
"Chac la minh dot qua". Thong thufdng ngUdi ta tin 
rang minh du thong minh de nam vung ky thuat. con 
khong deu cam thay sd hai hoac ne tranh doi vdi khoa 
hoc ky thuat. Ban khong the chd doi thu lam cho khach 
hang thong minh. 

Quan he cua ban vdi khach hang cung nhu ban 
nhav. Ban tien len trudc mot biidc (DUa ra san pham 
mdi va truyen dat thong tin), sau do khach hang hudng 
ung mot bade, ban lai dua mot bude; Ban phai chu y 
den chinh thl chu khong chi la bade vda di. Do chinh la 
ke hoach nhieu phien ban ma tdi da de cap trong 
nguyen tac 3. Neu khach hang biet ban ra phien ban 
mdi dung han, va ban trung thanh di theo ho tren eon 
dubng khoa hoc ky thuat dai dang dac nay, ho sc phoi 
hdp vdi ban 3 bude tiep theo. 

Quan he cua ban vdi khach hang cung nhU tinh 
nhan. Neu ban bo quen qua lau> hoac bieu hien khong 
co hung thu hay cu tuyet, dUong nhicn quan lie cua ban 
se xau di. Ban bo quen se lam khach hang cam thay bi 
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ltia doi va ton thitcfng. tham chf buc minh, tiec la khong 
"bao ting" cho ban thoh Do do phai trung thanh tuyet 
doi vdi kbach hang. 

CHAC LA TOI DOT QUA 

Cach day khong lau toi cd noi chuyen vdi mot chi 
trim may bay, chi ta hoi toi lam gi. Thong thitbng khi 
moi ngitbi nghe noi toi lam d Microsoft, thitbng co hai 
kieu phdn ting, mot La to ve rat ngitdng mo, hai la hoi 
thang toi co biet Bill Gates khong. 

Sau khi chi hoi ve Bill Gates, bat dau noi chuyen 
vdi toi ve may tinh, noi cho toi biet ke hoach hoc vi tinh 
cua chi. Chi ta noi rang muon den hoc tai mot tritbng 
dai hoc ve tat cd cac phdn me'm may tinh, bao gom dii 
lieu, bang tinh va xit ly van ban. Noi den day mat chi 16 
ro ve phdn khich: May tinh that tuyet, toi muon biet 
moi tint: Windown, RAM... dii sao cungphai hoc hit, dii 
mat vdi ndm cung khong sao n 

Nghe thdy giac mO cua chi, toi co hai suy nghi ve 
thai do cua chi dot vdi each mang may tinh. Toi khdm 
phuc dung cam, quyet tdm va si/ nhin xa cua chi, khong 
chiu lixi bitdc tritdc khoa hoc ky thuat. Chi chap nhan 
dau tit thbi gian, tien bac ua si/ no h/c de hoc hoi ve vi 
tinh, khong sd chap nhan si/ thi/c Id minh khong biet 
may tinh. 
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O! D&l dd, chi ta thitc si£ thay may tinh rat kho, 
nhitng co that sit kho nhit vay khong? Chi phcii quay lai 
tritdng mcti hoc ditqc sit dung cac phan mem tren PC. 
Nhitng thitc. te cac phan mem. nay rat de. Noi nhit vay 
thi chi ta chdc rat dot , quay lai lam sinh vien Ian nita 
chi de hoc. vi tinh. Dung roi, cac hang phan. mem da it) 
bam, lam phan mem that kho de to ra tri tue cua mirth 
han ngitcri khdc mot bac y sau do khach hang phdi bo 
tien ra de hoc. phan mem . Du phan mem cua chung toi 
rat dd, khach hang ciing chi cam thay mink that dot 
hoac vi tinh kho qua. 

Ban dd la doc gia cua cuon sack nay, thi cung co 
kien thitc chuyen ngdnh nhdt dinh, hdn nita ban be ban 
cung biet rang ban co hieu biet ve vi tinh. Hay nghi 
xem, ban co thay nhieu ngitdi bao rang ban chang biet 
gi ve may tinh khong? Do cung la hien titc/ng titcfn.g tit- 
Da so m o i ngitdi cho rang minh khong hieu may tinh la 
do minh qua dot , va cam thay Lo l.dng. Moi ngitdi co 
cam giac sai lam la: May tinh dung , con minh thi sai. 
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NGUYEN Tfc 18: TflNG CHU KY SflN PHflM 

Cycle rapidly 


Chung ta da noi ve viee difa san pham phan mem 
ra dung han. hao gom ca ticn do va chat lifting, Ngoai 
ra. ban con phai tang toe do difa ra phien ban mdi, btii 
cae ly do sau: Thu nhat, du ban ('6 lam nhanh den dau, 
thi tr if ting, sU tien bo eua khoa hoc ky thuat va doi thu 
deu co the nhanh hdn; Thii hai, quan he giuta ban va 
khach hang phu thuoc vao viee ban co thifting xuyen 
lien he vdi hq khong, vat dung dc lien he chu yeu la 
phien ban mefi. Ban can cho khach hang thay van de gi 
cung co trong phan mem: Quan tarn eua ban tdi khach 
hang, nhiet tinh cua ban. tarn niem cua ban, each nhin 
nhan cua ban vdi khach hang, deu bleu hien tren phan 
mem, no se khong bao giti noi sai, no chfnh la dai dien 
cua ban. 

Tdi clufa he nghe thav bat cii quan he nao do 
thanh tarn lien he ma bi tan vd. Lien tuc difa ra phien 
ban mtii, khong chi lam tang uy tin cua ban tren thi 
trifbng, cung nhif thong tin phan hoi cua khach hang 
rut ngan khoang each vdi khach hang. Thpting xuyen 
difa ra phien ban mtii con lam tang lifting giao dich, lam 
cho quan he hai ben trti nen chat che. 
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Nhom Visual C ++ c6 nhieu kinh nghiem phong 
phu ve viec dUa ra phien ban m6i trong thdi gian ngan. 
do do chung toi rat thanh cong trong phUdng dien nav, 
sau nay van con tiep tue. Do la vu. khi canh tranh rat 
ldn cua chung toi, dong thdi bieu thi chung toi co kha 
nang duy tri quan he tot dep vdi thi trUdng. Hien nay 
chung toi con co the dung phtfdng phap du tfnh de ban 
phan mem, moi nam dUa ra 3 phien ban mbi. Toi nghi 
rang day la phitdng thtic ban phan mem tot nhat, 
nhiing co hai van de: Thti nhat, rat ft hang co the dam 
bao dUa phien ban mbi ra nhanh chong va theo chu ky; 
Hai la nang cap phan mem se phai bo mot ludng von 
kha lbn. va vice quan ly cung rat kho khan. NhUng toi 
tin rang car hang phan mem hien nay rang ngav cang 
co kha nang giai quyet van de nay, hdn ntia sU chin 
muoi cua PC va mang Internet se dan phd cap phiidng 
Lhtic nay. 

Dting tren lap trUdng cua khach hang, hq khong 
nhat Lhiet x>hai sU dung tat ca cac phien ban. cb the ho 
da quen vbi moi trUdng cu, hoac do ban che tai chinh. 
hoac da dau tit nhieu cho phien ban cu (Chang ban 
phat trien mot so phAn mem ting dung). Du ly do nao, 
khach hang luon co quyen noi cAn hay khong can. 
Khach hang co ke hoach ve ky thuat, chi tieu hay sU 
dung thdi gian cua rieng minh, ho cung can bict luc nao 
ban dUa ra phien ban mdi, de ho co the sU dung nhting 
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ky thuat nidi nhat tren thi trUdng. Dang tiec la, cac 
phan mem hien nay deu dUdc nang cap khong dinh ky, 
ma phien ban mdi thUdng co thay doi ldn hoac bang 
loat 161. 

Thudng xuyen dUa ra phien ban mdi dung han 
(Quy mo se(a chufa nhd) con co hieu qua hdn viec dua ra 
phien ban thay doi ldn khong dinh ky, han nua ldi 
nhu An nhicu hdn. Dieu quan trpng nhat trong phat 
trien phin mem la co phan ting nhanh doi vdi thi 
trUdng, chti khong phai dot pha co tmh each mang. 
Dinh ky dUa ra ban nang cap giup ban co cd hoi tic 
dong true tiep den nhu cau ngudi tieu dung, dong thdi 
nhanh chong loai bo cac ehudng ngai kho chiu, va 
khach hang se thim cam dn ban. Loai bo Uu phien cho 
khach qua thUc rat co lai, thudng khong can nhieu ky 
thuat kho. ma doi khi chi la thoi quen si dung. Nhu 
vay, khach hang se tin rang ban co the giai quyet van 
de cho ho. tang them cam giac an toan. 

Toi thay rang khach hang rat thich san phim mdi 
bay ra trufdc mat ho, chi khong can sU cam doan cua 
hang, chi co rat it ngudi can ca hai dieu tren. Nhung 
thong thtidng, lien tuc dita ra phien ban mtii la 
bang chting tot nhat doi vefi khach hang. Tang qua 
chi lam cho ho vui mting trong giay Lit. chiia chic lam 
ho thich mua san pham cua ban. 
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Hoan thanh nhieu thanh cong nho con ditdc moi 
ngUdi chap nhan hdn la chi co mot thanh cong ldn. Vi 
phifdng thiic nay kha thich hdp vdi nhu c4u eua ngUdi 
sU dung. DUa ra phjen ban mdi dung ban se giiip ban 
dUa ra muc tieu nho, de hieu va de nam bat hdn, doi 
thdi de quan ly hdn muc tieu cua phien ban 16n. 
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THIET KE 

D6i v6i mot phan mem ldn. dieu quart trong nhat 
la dUa ra san ph5m dung thdi cd. Cung chinh la, ban 
phai biet each dua san pham ra dung han, dong thdi 
nam dtfdc nhu c4u sau tham trong long khach hang, 
nhu vav rang hieu difdc npi tam cua khach, ph&n mem 
se cang Idn. Thiet ke phan mem - moi thanh vien deu 
phai tham gia - bicu thi miic do hieu ve nhu dku tfnh 
nang cua ca nhom, Tom lai, bf quyet dau tien trong 
thiet ke phan mem la: Ket hdp cac bien phap hay nhat 
cua nhom lai, nham dap ring nhu chu sau tham cua 
khach hang. 

Trong qua trinh thiet ke, kho khan nhat la de cho 
bien phap. kien nghi hay nhat cua mot ngUdi dtfdc hieu 
hien ra. Nhtfng lam nhu vay cung rat dang gia. Thtf 
nghi xem: Neu chi eo 2 hay 3 ngtfbi thiet ke phan mem. 
IQ tong cong chi co 230 hav 250, neu co 10 ngudi tong 
hdp co the len tdi 1300. Deni xem nhom cua ban co bao 
nhieu ngtfdi, IQ ket hdp cang cao kha nang lam ra phan 
mem ldn cang cao. Trong moi giai doan thiet kc hay 
phat tnen, de phat huy sang t.ao la dieu rat quan trong. 
Mot toa nha ldn chi can mot kien true sU gioi, nhung 
thiet ke plian mem phai can den hang tram hang ngan 
ngtfdi sang tao gia tri cho no. 
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Nhtfng, de moi ngudi dcTdc phat huy site sang tao 
rna khong anh huefng den cac nhan tai khac la mot vice 
rat kho. cung la thaeh thtic ldn nhat cua lanh dao, tuy 
day khong phai la thaeh thric duy nhat trong nganh 
phan mem. Giao due la vai tro chlnh cua lanh dao hay 
quan ly: Dan d&t nhom thao luan nghien cdu, dan dat 
moi ngufdi suy nghi each giai quyet moi van de, lam cho 
moi viec dcu dupe lam tot va dung luc dung cho. 


11 - 720 
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NGUYEN TtiC 19: TiM KIEM S (f VUgfT TRQI 

Go for greatness 


Lam the nao de thanh vien song trong moi tracing 
tot dep, boi dudng to" chat cua hp vdi ve dep? Cho thanh 
vien doc sach bao gi hoac thach thiic nhu the nao, de co 
the tang sU trUdng thanh cho hp? Quan ly can boi 
dudng khai mem My hoc cho thanh vien, co the lay van 
minh nhan loai may ngan nam lam nguon cho My hoc, 
vdi trong diem la thiet ke phan mem. Cam thu cua moi 
ngitbi vdi cai dep rat phiic tap, vai the ky nay luon co 
ngtfdi nghien ciiu chu de nay. Do do, tot nhat set dung 
kinh nghiem cua ngitdi di trade lam nen tang, dudi day 
la mot so ly luan dung de thao luan trong chufdng nay. 

Ngoai My hoc, chung ta co the s xi dung vai tro cua 
lich sU: Tam thdi quen di thdi dai thong tin nay, xem 
trong lich sU co nhan vat hay sp kien nao lam ban cam 
dong hay ngifdng mo, thay doi each nghi hay thai do 
cua ban? Cong viec cua nhom ban la gi? Hai thi '1 cd gi 
khac biet? Cau chuyen lich sa nay co klch thich tiem 
nang cua moi ngUdi, dong thdi md ra mot canh ctia sang 
tao mdi? Sang tao nay cd phai chaa cd ai nghi ra° Dong 
thdi dan den mot tUdng lai chaa ai nghi den? Ban cd 
the suy nghi cac van de nay, dung con mat lich s \l phan 
tich cong viec cua ban, co the se eo ket qua ngoai mong 
dpi. 
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NGUYEN TfiC 20: THIET LflP CHCJ f>E 

State your theme 


Co mot so^ tac phAm 16n da anh hudng tdi quan 
niem cua toi ve cac phan mem ldn, do la: "My cam" (The 
Sense of Beauty) cua George Santayana xuat ban nam 
1896* va "Quy tac My hoc ° (Algorithmic Aesthetics) cua 
George Stiny va James Gip xuat ban nam 1978. Nhat 
la tac pham th\J hai, co lien quan ldn den thao luan 
dudi day cua chung ta doi vdi My hoc phan mem. Dinh 
nghla cua George Stiny ve My Aoc nhit sau: 

Cac van de My hoc quan tam la mieu ta, giai 
thick va danh gia mot tac pham nghe thuat nhii 
the nao, va lam the nao desang tqo mot tac pham 
nghe thuat dep. 

Trong tac ph&m "Phan tick nghe thuat" (The 
Analysis of Art) cua Dewitt H. Parker n&m 1926 co de 
cap den 6 ehuSn tAc cua My hoc. rat thfch hop de phan 
tfch thiet ke phan mem, toi da yeu c4u nhom cua chung 
toi lay lam tieu chuan thiet ke. 

Sau chuan tac My hoc cua Parker la: Thong nhat, 
chii de, bien tau , dien bien, can bang va tang Idp . 


163 



Theo quan diem nay, tinh thong nhat (Unity) la 
nguyen tac quan trong nhat cua tac pham nghc thuat 
ldn. Toi da thay thuoc tlnh nav trong rat nhieu phdn 
mem ldn. Neu chung ta lay each giai thich tinh thong 
nhat cua Parker ap dung vao phdn mem, co the noi. 
mot phan mem co tinh thong nhat, gia tri My cam cua 
moi bo plian deu rat quan trong doi v6i chinh the, va 
moi nguyen to My, cam deu can phai xuat hien trong 
tac phdm, khong the thieu hat cu cai nao, va nhung thti 
khong nen xuat hien hay khong co cong hien doi vdi My 
cam thi khong dUdc xuat hien. Do do, thiet kc phdn 
mem ckn phai dUa tat ca nhufng thii khach hang edn 
vao, va bo di nhQng thu ho khong edn, do bat c\l thu gi 
trong phdn mem deu can den, nen khi sii dung khong 
dude de khach hang bi quay nhieu, lam phai cle y den 
nhung thif khong can thiet, Do do, mong muon tinh 
thong nhat cua phan mem, la muc tieu quan trong 
trong thiet ke phan mem. Co the trong linh vUc khac 
(Chang han thiet ke mot tac pham nghe thuat) da titng 
dung true giac hay ly luan khac de van dung tinh thong 
nhat, con toi thi thay sau nguyen tac cua Parker rat 
hUu dung trong thiet ke phan mem, 

Chu de cua ph&n mem (Theme) se chi phoi quan 
diem cd ban trong thiet ke, va cung la nguon goc chinh 
cua gia tri phan mem. Do do, ban phai truyen tai ro 
rang chu de nay trong nhom, de nhan vien phat trien 
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va nhan vien kinh doanh hieu that ro chu de mdi dude. 
Vc thuc chat chu de phdn mem la til dong nghia v6i 
muc lieu. Muc tieu cang ro rang, liic day gay ra cang 
ldn, vi ban co the giam thap sii md ho, ma cam nhan ve 
muc tieu cua moi ngiidi cang thong nhat hdn, ca qua 
trinh thiet ke cang thuan Idi. Nhufng sau khi quvet 
ctinh chu de, ban con phai chu y cat bd tat ca cac phan 
khong lien quan den chu de, du nhan vien phat tnen 
cho rang phan do rat quan trong, hoac do la mem tin 
cua ban, deu cdn phai can rang chiu dau vtit di. 

Thong tin tieu thu san pham co the sinh ra til chu 
de. Cac nha quan sat gioi chi c£n xem chu de la nam 
ditdc thong tin. Thong tin chi la bd sung noi ro y nghia 
chu de. neu chu de md hd hoac khong chi la mot, thong 
tin kinh doanh co tot den dau cung vo dung (Moi ngiidi 
deu biet ro dao ly nay! San pham ma khong co hinh 
tiidng duv nhat va ro rang, quang cao nhieu den dau 
cung khong co tac dung). Chu de san pham bdt nguon 
til quan niem cua ban doi vdi thi tnidng, til vi du Visual 
C ++ cua chung toi co the thay quan niem doi vdi thi 
trUdng: Ai cung thay Visual C + ^ kho hoc, do do chung 
toi thiet ke chu de: ’’De ngiidi dung sil dung Visual C ++ 
de dang", va thong tin tii nhien cua chung toi la: Visual 
C++ lam cho C 4+ dc dang hdn. 
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Trong diem la tinh nang san pham khong phai 
nhQng thti trong tui tom lay luc nao cung dude, c&n loai 
bo nhiing thti khong lien quan v6i chu de, va muc tieu 
phai phu hdp tinh thong nhat mdi dtfdc, diem nay cong 
vdi chu de trcl thanh hai m&t cua mot the thong nhat. 
Dau tu voh vao muc tieu nay, lam cho tat ca moi ngufdi 
deu hieu ro muc tieu, dong thbi no luc vi muc tieu. Lam 
diidc nhtf vay, san pham cua ban se bao ham muc tieu 
nay. 

CHUYEN TAM VAO CHU £>E 

Toi khong biet cau chuyen ditch day co that khong , 
nhiing toi rat thich va thitbng ke cho cac thanh vien 
nghe: 

Mot cong ty chuyen vi bang tinh dien tit do. nghien 
ciiu thay hdu het ngitbi dung sau khi go 20 so la mucin 
dung cac con so do de ve bieu do. Nghien ciiu cho thay, 
da so'moi ngiidi khi dung ban tinh dien tit deu co hank 
vi nhit vay. 

Do do ho nghien ciiu nhieu Ian, phat trien di phat 
trien lai, toan tam loan y de san pham co chitc nang 
nay: Chi can sit dung rat it con so'la co the de dang ve 
dittfc bieu do. Nhiing ngitch dung von sit dung bang tinh 
dien tit ve bieu do thay rat hitng thu vdi tinh nang nay, 
cho rang co chitc nang nay thi cung dang mua san 
pham cua ho. 
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Cung co mot cau chuyen khac gan nhit vdy, lien 
quan den nhom xay ditng phan mem tai chinh gia dinh. 
Sau khi nghien citu thi trildng ho phat hien: San pham 
nay phai dem ngay lai Idi tch cho khach hang, neu 
khdng se khong ban ditdc , va ho cung se khong mua ban 
nang cap. Ho quyet dinh lam cho bat at ngitdi dung nao 
he ca khong biet vi tinh, chi sau 10 phut md hop thay 
ngay hieu qua , tit lap dat, thao tac, nhap xuat deu phai 
vita ddn gian vita nhanh. 

Do do ho cit ngitdi den cita hang phan mem, sau 
khi ditqc khach hang dong y, theo ho ve nha va quan sat 
tinh hinh sit dung cua ho, ghi chep lai can than: Ke ca 
sau khi md hop ra tritdc hit ho xem co cai gi, trong qua 
trinh cai dat va chay phan mem gap phai nhiing kho 
khan gi,... de lam can cit cai tien san pham. Sau khi 
phan tich nghien citu, ho tim ditdc hang chuc cd hoi 
tang sit hai long ciia khach hang, va ho ddn thitc hien 
muc tieu nay trong vai phien ban tiep theo - Thoa man 
trong 10 phut. Cuoi cung san pham da thanh cong! 

Bien tau (Variation) la sau khi hdi thay doi to 
diem cho chu de, bieu hien lai l&n nuta. Sau khi da bieu 
hien chu de, de tiep tuc thu hut sU chu y va hting thu 
cua ngtfdi dung, dung phtfdng thitc khac - bien t£u - de 
giai thich chu de, tang ciidng nhan thuc cua ngUdi dung 
vdi chu de, litu lai an ttfdng sau s&c. 
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Dien tien (Evolution) c6 nghla la dung phan 
trade de quyet dinh phdn sau, cung nhu qua trinh hoc 
trade het phai nhap raon sau do mdi di sau, td nong 
den sau giup ngtfdi ta d£ dang tiep nhan, cang thlch 
hoc hdn. Neu phan mem trade sau co the nha vav se co 
dadc ket qua tot dep. 

Can bang (Balance) la khong qua coi nhe hay 
nhan manh bat cut bo phan nao trong phan mem. 
Chang han hai doi ttfdng tUdng phan nhau c&n phai 
hudng dan deu nhau. 

Tang lap (Hierachy) chi cac nguyen to trong 
ph&n mem, tuy thuoc vao tinh quan trong va kich thadc 
ma co ty trong ho’p ly. Quan niem tang ldp va can bang 
kha g&n, co the noi tang ldp la phudng phap xay dang 
vdi can bang. Neu chu de d dau cua tang ldp, thi phai 
can bang giua cac bo phan cua tang dadi, sU ho trd chu 
de cua cac bo phan cung tang ldp cung phai ngang 
nhau, cang gan dinh sU ho t^d cang ldn. 

THUOC TINH CUA CAI DEP 

Nam 1975, trong tac pham Hoc thuyet mdi ve cai 
dep" (A new theory of beauty) cua Guy Sircello da dtfa 
ra hoc thuyet ve cai dep kha thu vL Chung ta khong ban 
ve each phan chia chi tiet vS chat va lifting cua dac tinh 
vat the ma La mot so ly luan ve cam thu cai dep . Ong 
cho rang , sd di con ngiitii cam nhan dittic cai dep , in vat 
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the do co mot thuoc tinh dep trd len; Ong phdn tick sdu 
hctn, chi co mot thuoc tinh ditoc nhan manh Irong tac 
pham mdi co the co thuoc tinh dep, ma mot vat the phai 
co tic mot thuoc tinh trd len , moi ngitdi mdi cam nhan 
ditdc cat dep cua no. Thuoc tinh dep khong dam bao 
toan bo vat the co ve dep , nhitng vat the khong co thuoc 
tinh dep de se khong the dep ditdc. 

Hoc thuyet cua Sircello it nhieu giai thich tai sao 
mot so phdn mem khong ditdc. coi la tot s cac phdn mem 
that bai nhit vay d dau cilng thay, co hcing loot tinh 
nang san pham nhitng khong co chu de , ket qua Id 
khong co tinh nang ndo lam phdn mem. noi troi, khong 
gay ditctc sit chu y cua khach hang, ditctng nhien nhit 
vay la that bai. 


169 



NGUYEN T^C 21: KHONG DUfl VflO NHUfNG 
VIEC KHONG XflC OJNH 

Minimize dependencies 


Co g&ng giam thieu nhtfng viec ma nhom can 
nhiing khong the khong che. Khi bat dku dii an, nhUng 
viec quyet dinh diia vao cang it, thi sau nay cang thuan 
ldi. Thong throng, hieu suat thiet ke chudng trinh 
khong the cao qua (Co ie do khong thanh thao hay 
khong bat ducfc loi), co the ban chiu kho lam them de 
hoan thanh cong viec cua minh dung han, nhung ngiidi 
khac chua chac lam dude nhu vay. 

Do do, khi thiet ke phai suy nghi nhQng viec can 
thiet nhung ehUa xac dinh, can biet rang chung co the 
ngon rat nhieu vao gia thanh, chi trong trUdng hdp rat 
quan trong hoac bat dac di mdi cho phep sU dua dam 
nay, de cac thanh vien hieu ro hau qua nghiem trong 
cua no, co gang phoi hdp vdi nhau, va danh gia kha 
nang mat kiem scat cua cac viec nay, va co the co anh 
hUdng gi. 
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NGUYEN TtiC 22: GlflM SU PHAN NO CUA 
KHACH HANG 

Propitiate the goods 


Trong qua trinh tien trien cua du: an, thitdng van 
co mot so" nhan to" co tlnh dita dam hay co tinh b#t dinh 
bam lay ban. Ban phai tim ra nhan to" lam vudng chan 
ban nhat, nghien cdu xem neu co vA"n de phat sinh thi 
phai lam nhttng gi. 

Hay kiem tra cac tinh nang san pham, xem co 
phin nao khong ro rang hoac khong co y nghia Idn 
trong viec thoa man khach hang, khi khong con nhieu 
thdi gian thi hay cat bo. Dung vay, co the co khach 
hang khong vita long vi ban khong lam tinh nang nay, 
nhung chi can ban difa phien ban mdi ra dung ban, 
khach hang do se khong bo rdi ban, dong thdi chd dpi 
tinh nang ma anh ta ck n trong phien ban tiep theo. 
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NGUYEN T£C 23: KHfl NflNG CflY GHEP CUN 
PHAN MEM 

Portabilily is for canoes 

Doi vdi da so cac hang phan mem, ho trd da nen 
(platform) rat kho khan. Du co khong quan tarn den 
viee tang gia thanh do ho trd tang them, cong viec ve 
bao dam chat lufdng cung tang ro ret, du quan ly bao 
dam chat ludng co xuat sac nuta thi cung kho co the giai 
quyet van de nay. Cach tot nhat la yeu eAu hang phfin 
mem he thong cung cap cong eu ho trd, sau do can than 
quyet dinh nen ma ban ho trd, hang muc cang it cang 
tot. 

NhUng chd co chon nham, no co the dan ban tdi 
that. bai. 
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NGUYEN T#C 24: Khl THIET KE CAN SUY 
NGHi DEN NHflN TO THCfl GlflN 

Design time at design time 


Khi thiet ke phai suy nghi den nhan to' thdi gian, 
khdng dude thiet ke xong mdi quyet dinh xem phai mat 
bao lau mdi lam xong. Thdi gian la dieu kien han che 
ldn nhat cua ban. 

Phai hoan thanh muc tieu thiet ke san phAm mdi 
dufdc dua ra, ban khdng the hoan thanh mot nda roi 
trao cho khaeh hang. Nhan vien phat trien va quan ly 
khi thiet ke san pham rat de bo quen nhan to" thdi gian. 
Cach lam dung dan hoan toan ngtfdc lai, trong giai 
doan thiet ke phai coi thdi gian la nhan to mau ohot, 
khi suy nghi phifdng an thav the, thdi gian it thi them, 
thdi gian nhieu thi giam. Thong thifdng chi cAn coi 
nhan to thdi gian la trong tam suy nghi khi thiet ke, la 
ban co the rut ngan thdi gian phat trien. 

Neu thiet ke cua ban khdng can phai hoan thanh 
dung han? Dtfng co nhtf vay, hoan thanh dung ban la 
quan trong nhat, con quan trong hdn bat cil mot ly 
ttfdng ldn (Dang tiec khong thiic hien dtfdc) nao khac. 
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PHAT TRIEN 

Phat trien ban den b day, bao gom ca cac hanh 
dong thuc te sau: Ke hoach thuc hien, sap xep tien do, 
viet chiidng trinh va kiem tra chat ltfdng; Chd khong 
phai ban ve viec ai lam gi, trong nhom ai cung phai 
tbam gia boat dong phat trien, do do ai cung la nhan 
vien phat trien. 

Moi ngifdi dung phat trien phan mem de bieu thi 
qua trinh san xuat phan mem. Dieu nav rat thu vi. no 
bieu thi hinh thanh cua ph&n mem la mot qua trinh 
trtfdng thanh dan dan, qua cac biidc co thii tU va anh 
hUdng lan nhau. Rot cuoc nhan to^ nao thuc day sU 
triidng thanh cua ph&n mem? La tap trung sang tao 
cua nhom. Tit nhung tai san tri tue cua nhieu ngddi, 
dan dan ket hdp tao thanh bo tai san chat che ma hoan 
chinh, do chfnh la san pham phan mem sap ra ddi. 
Dieu nay lai lam toi nhd den chu de cua cuon sach nay: 
Hoat dong cd ban cua phat trien phdn mem la ket hdp 
tri tue cua nhieu ngUdi thanh mot khoi tai san tri tue. 


Ve thi/c chat diem ket thuc cilia phat trien phan mem 
la cue han tri tue cua nhan vien phat trien. 
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Nhtfng qua trinh phat trien phan mem lien quan 
den rat nhieu khfa canh. Moi ca nhan, doan the va 
khoa hoc ky thuat, ca ba deu khong ngitng phat trien, 
khong phai la co dinh bat bien. Do do. phat trien phan 
mem khong co diem khdi dau va diem ket thuc ro ret, 
ma la rat nhieu ngcfdi hdp vao theo cac ting cap khae 
nhau, cung nhau sang tao. Tuy moi phien ban mdi, deu 
co the noi la mot cot moc nhifng khong the coi no nhu 
diem ket thuc, thuc te diem ket thuc trong phat trien 
phin mem la (Cue han tri tue) nhan vien phat trien. 

Rat nhieu chuyen gia dung con mat cua cdng 
trinh de phan tich van de phat trien phan mem, ma 
van de phat trien phan mem thudng dupe coi la van de 
cong trinh. Nhung toi lai thifdng coi phat trien phan 
mem nhif hien tUdng van hoa hay xa hoi h™ k . Mot nhom 
ngUdi cung sang tao tai san tri tue, con kho hdn phudng 
phap luan thiet ke cong trinh hay cac ly luan cd ban 
khac, tinh hinh cua cong trinh la hQu han, nhtfng cac 
van de trong qua trinh phat trien phan mem la vo han, 
hdn nuta khong co sU dung sai ro rang, rat nhieu van de 
dude giai quyet dpa vao stf hoa hdp va chon hay bo. 
Thong minh tai tri la dieu kien can tuyet doi de san 
xuat phan mem, nhung chi co thong minh tai tri van 
chtfa du. 
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Phat trien trong thdi ky bo' cue, cung nhu phai 
nhom phifdng trinh Lap phifdng vav, ham chda thd t.U 
thdi gian khong the di i doan va noi dung san phalm 
khong xac dinh. Ciin biet rling, trUdc khi noi het ma 
van chua thuc sU bat tay lam, khong ai co the biet hinh 
dang phAn mem khi hoan thanh. Trong giai doan nay, 
tinh nang san pham chi la ten goi mo ta, gan nhu chdc 
nang ky vong, con thiet ke thUdng chi thuc sU ket thuc 
khi phien ban nidi da ra 16. Noi each khac, dai lUdng 
bien doi trong phifdng trinh nay la gia tri khong xac 
dinh, dong thdi thay doi theo dien bien cua giai doan 
phat trien phan mem, day la van de rat phtic tap. 


Neu noi phat trien phan mem la nhom chUdng trinh co ket 
cau d$c biet, khong bang noi do la ket hdp mat thiet tri tue 
con ngifdi. 



Con mot phifdng trinh kho giai nUa trong giai 
doan bo cue la sang tao cua con ngUdi, cung chinh la luc 
ban phai danh gia mdc dp sang tao cua moi thanh vicn. 
Chung ta khong chi can suy nghi ky noi ham cua tinh 
nang trong giai doan nay, ma con dU doan xem no 
chuyen thanh mot du an cu the ro rang nhuf the nao, 
Luc nao co the dUa vao tay thanh vicn de gia cong va 
hoan thanh. 
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Nhan to co tmh bat dinh neu tren thUc sii rat 
nhieu va rat phiic tap, lam cho s&p xep tien do hau nhu 
la nhiem vu khong the thUc thi. DUdng nhien, ban con 
phai thiet lap muc tieu chinh the cho dU an, sau do tap 
trung tinh than vao cot moc dau tien, co the vao mot 
hai thang d£iu sau khi bat dau du an, day la viec ma 
ban co the lam dupe nhieu nhat trong giai doan bo cue. 
Trong phan 2 giai doan gitia. chung toi se noi chi tiet ky 
thuat thiet lap cot moc, day chinh la cd hoi tot de nhom 
luyen tap lam dupe thanh qua cu the trong mot thdi 
gian ngan. Chu y khoang each moi cot moc khong ditdc 
vUdt qua 3 thang. 

Thong thUdng, phat trien phan mem cung nhu 
duoi kip tien do chif khong giohg nhac giao hudng; 
Nhac giao hudng nhi|1 nhang va nho nha, con phat 
trien phan mem nhif mot dong cong viec don dap do tdi. 
So sanh nhu vay that dang sd, hay coi no nhu dien tau 
ngau hiing vay! Ban can phai biet non bieu hien vao liic 
nao, luc nao nghi mot lat, moi ngUdi deu d trong trang 
thai dong, hdp tac chat che vdi rat rhieu ngUdi, bat cu 
hai am dieu nao deu khong mau thuan nhau, lam chinh 
the bieu hien thanh mot quy luat deo de. Trong moi 
tinh hudng khong xac dinh, dua ca heat dong len cao 
trao, lam cho trinh dp khong thap hdn nhac giao hudng, 
hdn nUa, trong thuc te ban than no la mot loai niem 
vui. 


12-720 


177 



NGUYEN T#C 25: Ttl CHOI MENH LENH 
KHONG HOP LY 

Don’t accept dictation 


Toi ngac nhien la co nhQng nhom phat trien phan 
mem chap nhan sii chi huy cua ngddi khong co chuyen 
mon, nhat la nhutng van de lien quail den tien bo. 
Trong the gidi hien dai v6i linh viic khoa hoc ky thuat 
lai sU dung phiidng phap dien hinh cua xa hoi cu. Co 
mot so cong tv cho ngtfdi khong hieu ve phat trien ph&n 
mem quan ly nhdng viec quan trong nhat - thdi gian, 
tfnh nang va tai nguyen la ba tam giac vang cua phat 
trien phan mem - thtfc la qua dien ro. Dang buon hdn 
la, nhieu nhan vien chuyen nghiep lai chap nhan kieu 
lanh dao thieu tri thde va tinh logic nay, coi do nhif mot 
thti til tieu chuan. 

Toi da tiep xuc rat nhieu nhom phat trien, theo 
danh gia rieng cua toi, co khoang 30-40% so nhom phai 
chiu nhdng chi huy bat hdp ly nhit vay. Cach lam hdp 
ly la ngUdi lam viec Ltd c litdng thdi gian. Dudng nhien, 
neu chinh xac khong phai la mot trong nhung muc tieu 
thi ai utdc ludng thdi gian cung dude. 
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Neu cap tren khong cho nhCmg ngtidi thi/c su phu trach 
nhiem vu i/dc tinh thdi gian, thi <36 la sifchuyen che. 


Doi khi, khong adc tinh dadc thdi gian la van de 
cua nhom, do nhan vien phat trien va phu trach du an 
khong nhan trach nhiem quyet clinh thdi gian can thict 
dat difdc muc tieu. Ttfdc quyen udc tinh thdi gian tren 
tay ngudi thuc thi cong viec la each lam khong trao 
quyen. Trong bat cti tnidng hdp nao, chap nhan each 
lam nay deu rat dang buon, ticn do mdi bat dau da la 
gia. nhom lam sao co dufdc nang luc lam vice nuta? 

Khong sai, chung ta co the dong tinh vdi mot so 
cap tren muon cam thay minh co the khong che, co the 
du doan, nhang nguyen nhan nao lam nhdng quyet 
saeh md ho do dude thac hien, lam cho phat trien phan 
mem trd thanh mot tai nan ldn? 

Bat ky la ca nhan hay to chtic, da so deu khong 
the rut kinh nghiem td trong sai lAm. Ngudi ta co luc sd 
y, lan trade lam sai, lAn nay thd lai xem co tot hdn 
khong, khong he suy nghT ky ve nguyen nhan lam sai 
lan trade, thAm chi khong them de y xem nhtifng vl du 
thuc te ve thanh cong trong phat trien phan mem gdi 
md cho ta nhOng gi. 
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Hien ttfdng mu quang nay de xay ra trong nhom 
co tien do bi tut hau nghiem trong, nhieu nhan vien 
phat trien khong the chiu noi canh giam chan tai cho 
nay nria, chi co each ra di. Nhting ngtfdi bo di nay co 
yeu c&u cao vdi cong vice, mdi khong chap nhan song 
chung vdi sep quan lieu nhuf vay, va thudng ho cung la 
nhtfng ngiidi quan trong nhat. Nhring ngUdi d lai thi ca 
than, bi vrit vao dat hiem ma khong co ai quan tarn. 
Nhan vien kinh doanh nhri nhring thang ngoc, ldi hria 
cua ho nhp khong khi, co thai do buon chan; Quan Ly 
cap cao thi day cau gian, buc trie; Khach hang cam thay 
minh bi lria. Tai nan the la bat d&u... 



Can biet rang, trong vien tam than, ngurii co dau oc tinh tao 
lai bi coi la tarn than. 



Lau din. may tan dan, moi ngridi lai nhen nhom 
len mot tia hy vqng, co them thanh vien mdi, quan ly 
mdi (Hoac ngudi bi kiem diem), ky thuat mdi cung thu 
hut nhiet tinh cua nhan vien phat trien... Da bi ho 
nhring van khong hoc dridc gi, cap tren lai quyet dinh 
ngay nay thang nay phai lam xong phan mem, vong 
tuan hoan tai nan mdi lai bat dau... 

Neu la ban, pliai lam gi de ddi pho vdi tinh hinh 
sai lam nay? Neu ban phat hien minh dang d trong mot 
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to chbc nhu vay, can lam gi de doi mat vdi kho khan? 
Hay ghi nhd, trong moi trUdng sai 14m nay, bat ky 
ngUdi binh thudng nao deu co the mat ly tri, ma trong 
to chile dang diy ray nhiing hanh vi vo ly, ban cung 
khong con hy vong gi khi d lai, la ngUdi duy nhat tinh 
tao, chic chan se bj moi ngUdi cho la tam than. Tuy ban 
co the mien cUdng lam viec va bao ve minh trong moi 
trUdng dang tu huy diet do, nhung chua chac ban ban 
da lam nhu vay. 

Nhung du sao van phai giai quyet van de nay. Do 
do, khi nhan nhQng menh lenh vo ly, hay tim each nhac 
nhd "hon quan” cua ban, lam nhu vay la khong dung, 
khong lam dUdc nhd vay do yeu cau cua hien thuc. 
Quyen luc khong phai la van nang, each lam cua sep 
khong thong, ban phai giup anh ta hieu ra, moi ngUdi 
dang co" gang hoan thanh muc tieu cua sep, chtf khong 
phai muc tieu chung. Neu nhu co quyen tham du, tinh 
hinh se tot hdn, moi ngUdi cung vi the ma lam viec 
nhanh hdn, vui ve hdn. 

Bang tien do cong viec nen dUdc lam tut c&p dudi 
roi chuyen cho cap tren, ai phu trach cong viec cua 
ngUdi do, cung phu trach thiet lap bang thdi gian rieng, 
dam bao hoan thanh cong viec dung ham Trach nhiem 
va trao quyen la hai mat cua mot the, co ca hai mdi co 
the dua ra ke hoach phat trien hdp ly. 
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NGUYEN T£C 26: COI CONG Vl|C NHU TRO 
CHOI 

Now go play 


Neu coi phat trien ph&n mem nhu mot cong vice, 
thi qua thuc la mot nhiem vu buon te; Xet txt goc do 
khac, toi kbuyen ban hay coi no nhif mot tro chdi. 



Trong giai (Joan bo cue, cac sU viec deu tien hanh theo tifng 
bode chi/a chac da dam bao thanh cong. 



Neu ban dung cac nguyen tac cua toi de xay dung 
nhom cho ban, tuy van la phan mem do, nhtfng ban se 
thay ho til nhien hdn, phan ling nhanh nhay, hai hxidc 
hdn, de dang tao ra cac ph&n mem xuat sac. Coi canh 
tranh nhu tro chdi, ban se de thang hdn. May tinh thuc 
chat la mot cong cu day thu vi va thach thtic, con nhan 
vien phat trien thi sao? Dudng nhien la ngUdi rat 
nghich roi. 

Trong mot nhom lanh manh, diing phudng thiic 
tro chdi de lam viec la dieu rat tu nhien. Quan ly khong 
can co hanh dong nao dac biet. chi trach khong han che 
si l phat buy thanh vien, dong thdi chu y xem moi ngUdi 
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co vui ve lam viec va tU nhien khong la dadc. Khich le 
thanh vien vui ve, khong sd ho phan ram, day chi la 
nguon sang tao ma thoi. 

Tro chdi phat trien phan mem, se ttf san sinli ra 
cac quy tac, ng’Jdi lam tot se dtfdc thudng, lam khong 
tot se bi phat. Quan ly khong phai lo lang ve chinh 
nghia va trong tai, thudng phat cua chinh tro chdi con 
hieu qua hdn thiidng phat do ban nghi ra. 

Tro chdi nay dem lai cho ban ldi fch gi? Chdi 
nhieu, luyen tap nhieu, cam nhan stf hung thu va yeu 
thich no. Nhu vay, huing thu t\i chfnh sang tao phan 
mem se lam tieu tan sit ciing nhac, ngao man, va do la 
dieu tot nhat... 

Trong giai doan bo' cue, cac sit viec dUdc tien hanh 
theo tting bude chua chac da dam bao sU thanh eong. 
Muc dich cua phan nay la giup ban chuan bi tot doi ngu 
trade khi phat buy tiem nang ldn nhat cua nhom. 
ChUdng nay khong phai la cong thiic thanh eong, ma la 
dieu kien tien quyet. Neu moi viec trong giai doan bo 
cue deu dude tien hanh theo nguyen tac cua cuon saeh 
nav, thi sau nay van tien hanh nhu vay, giup nhom cua 
ban trUdng thanh. 
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PAR 


PHAN 2 

GIAI DOAN GlOA 





Cuon sach giup doc gia xay dung quan mem ro 
rang, chia qua trinh phat trien phan mem thanh 4 giai 
doan, nhung trong thuc te van dung rat kho co the lam 
nhii vay, cac giai doan deu co phan lap lai cua nhau. 
Trong phdn nay, toi khong chia thanh chudng, doan vi 
nqi dung phan nay co the dung cac nguyen tac giai 
thich se ro rang hdn. Do do khong nen cho ring cac 
nguyen tac d giai doan nao thi chi thich hdp vdi giai 
doan do. Trong thUc te, cac nguyen tac toi dua ra deu la 
quan niem, pham vi thich hdp la ca qua trinh phat 
trien phan mem, nhom phat trien tot nen luon chu y 
xem tUng nguyen tic co dude thuc hien khong. Con cac 
nguyen tac de cap den trong giai doan dau ma ban lam 
dude, ban so thay cang dc dang thUc hien trong giai 
doan gitfa, vi ban la luyen tap cac phudng phap nay. 

Muc dich chinh trong giai doan dS.i la tap trung 
nhom va xay dung muc tieu chung, con giai doan giula 
la ky vong va bat dinh doi v6i muc tieu, moi sU vice deu 
hon loan va day nhting lo lang ve kha nang that bai. 
Luc nay, nghi ltfc la quan trong nhat. Tam khong quan 
tam xem nhom co trUcfng thanh khong, tam bo qua 
nhung trai nghiem cua ban, hay nhung vi dai khi san 
pham ra 16, giai doan giUa day nhung hon loan dang sd, 
co the bi tan cong bit ngd vao bat cii luc nao hoac 
nhufng that bai khong he nghi tdi, nhung ban phai kien 
quyet di tiep. 
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Co le ban so co tam ly sau: Mong rang 06 con 
dubng de toi tranh khoi tat ca, did an nao cung co luc 
nhu vay. Sd viec nao cung khong the xac dinh, va the la 
tam ttf thanh vien xuong cap, tieu cue, chong doi 5 mia 
mai deu xuat hion, vai thang tdi khong thay ngay nao 
moi ngiddi cham chi lam viec, chang khac gi cac thanh 
vien deu bi hoai huyet. Tai nan nay hau nhid khong bao 
gift didt. that dang sd! 

Hit thd sau. va bat dku vao giai doan giuta! 
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NGUYEN T#C 27: PHtfONG PHflP BfiC SY 

Be like the doctors 


Khi benh nhan uong thuoc cung khong co hieu 
qua, bac sy thifdng bao luu benh tinh; Tranh khong cho 
ngUdi benh qua bi quan hay sd hai, dong thdi khfch le 
ngifdi benh giu hy vong, tot nhat cho ho co mot muc 
ticu mong muon hoan thanh. Trong phUdng dien nay, 
phat trien ph&n mem cung nhu y hoc, khong the hoan 
toan dung khoa hoc de giai quyet tat ca. Chi dang tiec 
la cho den nay, nhvjtng ngifdi thong thifdng van khong 
hieu phat trien phan mem la mot nghe thuat - Nghe 
thuat phai co chuyen mon ky thuat. 

Hien nay, ban phai biet sit dung phtfdng phap cua 
bac sy. Bac sy khong the noi r&ng chtfa tri se dem lai 
ket qua nhu vay. ma noi mot each day ttf tin: °Hay thif 
xem, tat ca deu chua xac dinh dude". Doi vdi quan tri 
dti an, LhUdng khi khong the xac dinh la co the lam hay 
khong, dam dam bao tinh nang,thdi gian rua san 
pham. Gang nguy hiem hdn, bac sy chi chQa tri mot can 
benh nhat dinh trong ca mot he thong; Con phat trien 
phan mem lai phai doi mat vdi he thong hoan toan mdi 
me, do do tmh bat dinh cang cao. 
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Oi/dng nhien, tlnh huong nao cung co the xay ra p du la hanh 
vi dan gian cua bac sy, cung co kha nSng bj nguy hiem. 



Con mot sU viec khac can phai hoc bac sy la, du la 
nhflng hanh vi nho va ddn gian den dau deu co chut 
nguy hiem, do do bac sy noi: "Dtfdng nhien, tinh huong 
nao cung co the xay ra, ty lc chtia khdi cao den dau 
cung khong dam bao 100% khong co van de gi°. Neu noi 
nhtf vay ma van khong lam cho cac thanh vien hieu 
rang sU viec nao trong tiidng lai cung co tlnh bat dinh, 
deu co nguy hiem thi toi cung danh bo tay. 

Chung ta can phai ghi nhd. doi mat vdi tlnh bat 
dinh cua phat trien phan mem, van co phucfng phap de 
thu xem. Cung nhtf bac sy thijf cho benh nhan hieu 
hanh vi chtia tri nao deu co chut nguy hiem; Quan ly 
cung phai lam cho thanh vien hieu, dtf an nao cung co 
tlnh bat dinh va nguy hiem. 
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NGUYEN T#C 28: TAM GIAC VANG PHAT 
TRIEN PHAN MEN: TINH NANG, TAI NGUYEN 
VA THCfl GIAN 

Remember the triangle: features, resources, times 


La ianh dao phat trien phan mem, ban phai tap 
trung chu y vao ba sti viec: Tai nguyen (ngtidi va tien 
bac), tfnh nang va thdi gian. Do la trong tarn phat trien 
phan mem. nhting cai khac deu la ngoai vi. Tai nguyen, 
tinh nang va thdi gian la ba mep cua binh tarn giac, 
thay doi cua mep nao cung gay anh htidng den mep kia. 
Do do, neu thdi gian tut hau, di xem hinh tam giac cua 
ban, xem anh hiidng doi vdi tinh nang va tai nguyen; 
khi co ngtfdi noi den viec tang tinh nang nao do, ban 
phai noi den thdi gian va tai nguyen, the hien ro phan 
ting nhanh nhay cua tti duy. Vi vay, nhiem vu dau tien 
cua quan ly la de hinh tam giac nay trong long, sU dung 
mo thtic nay bat cti luc nao de suy nghi van de, ban se 
thay dap an deu d trong hinh tam giac. ’’Dtidc thoi, thdi 
gian cua chung toi tut hau, phai sii dung hai mep kia 
de bu dap, hoac dieu chinh ca ba mep, co the bdt chut 
tinh nang, hoac them chut tai nguyen, hoac sUa doi thdi 
gian' 1 . Do con ngtidi, thdi gian va tinh nang deu la thti 
ban quan tam, nen ban co khai niem ve tam giac, chang 
may choc ban se thay hinh tam giac ho trd rat ldn den 
suy nghi cua ban. 
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Con co mot diem nua can nh6, thdi gian tut hau, 
ban chi co bon liia chon: Tang thdi gian. giam tfnh 
nang, tang von hoac tien hanh ca ba. Nhiing con ngitdi 
khong the tang mot each tuy tien. 

KHONG THE TANG THEM NGUOI? 

Ban co nghe noi rang, them ngit'tii fa mot chien 
httic sai lam? Trong tdc pham "Tdi nguyen nhdn life” 
(The Mythical Man Month) da co rat nhieu chitting ban 
ve limn diem: Trong dif an phdt. trien phdn mem, neu 
tang them ngittii khong htip ly se lam eho cong vice cang 
cham. Quan diem nay da dittic chtfng minh la dung, 
nhitng chung ta can phdi hieu rang do chi la cuon sdeh 
chd khong phdi Id ludt phdp . 

Nhitng , each gido due truyen thong lam- cho moi 
ngittii dung phitting thitc ly gidi qua dtin gian: khong 
dittic them ngitdi vao dif an da tien hanh d it tic mot nita, 
trong tarn la "Nhom dang tien hanhDieu nay da trti 
thanh cai cti cho ede nhd qudn ly quyet dinh khong tang 
them ngitdi -. Dung vqy, tang them ngittii se kho quan ly 
(Phdi quy hoach trittic khi bat dau dif an), dong thdi 
khong phdi bien phap hay , chi suy nghl den trong 
tritang hap bat ddc di. Nhitng cung khong ai ngan cam 
dieu nay . 
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NGUYEN T#C 29: KHdNG Gift V0 NIEU 

Don’t know what you don't know 


Doi vdi nhung van de khong hieu, khong non gia 
vd hieu, hoac xem ra co ve hieu, hoac khong muon hieu 
ngUdi khac ma gia vd hieu. Dieu nay se gay kho khan 
oho quan ly, neu ban pham phai loi nay. sc thay sU cay 
dang cua no. Moi ngudi trong moi giai doan. chac chan 
co mot so' sU viec anh ta khong biet, dieu nay hoan toan 
dupe phep. Che giau nhung sU vice ban khong hieu chi 
gay ra lcch lac trong nhan thuc cua ngudi khac, ket qua 
la do khong biet cac sU viec do ma tin tubng nhung thh 
khong dang tin. Neu ban dung cam thufa nhan sU viec 
minh khong hieu, se co the vha bo dupe Idp bun nay. 

Moi ngudi deu thay sU viec* co tinh quail trong, ma 
minh lai khong hieu thi that mat mat, do la tinh each 
h&m sinh. Con trong qua trinh phat trien ph&n mem, co 
rat nhieu dieu moi ngudi khong biet. do vay quan ly 
hay nhan vien phat trien rat dc co xu hudng khong 
hieu gia vd hieu. Nhom phat trien tot cAn co mot trang, 
trong do liet ke sU viec ma cluing ta khong biet, nhu 
vay mdi co the de dang n£m dupe rot cuqc chang co sU 
vice nao xac dinh ca. De chong lai tarn ly kieu ngao n Toi 
biet roi” can sU dung cam trong tam ly cua nhom. Doi 
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vdi quan ly, khen ngdi thanh vien dung cam thita nhan 
khong hieu se rat kho khan, nhat la khi sU thuc dUdc 
chc day. Che day gia mao la tarn ly phong ngtfa sai lam 
doi vdi nhtfng stf viec chita biet. 



Che giau gia mao la tarn ly phong ngda sai lam doi vdi 
nhurnq sir viec chua biet. 



Toi kien nghi quan ly nen coi trong thanh vien 
hieu dude nhOng cho nao minh khong hieu, chit khong 
phai bi ep hoac tu nguyen che giau. Ckn cho nhom cua 
ban biet trUdc day ho khong he xem qua nhung thtl 
khong biet cua minh, nhtfng bay gid phai tap thufa 
nhan nhulng viec minh khong hieu. Thong thudng, vao 
thdi ky dau thanh lap nhom hay giai doan chuyen doi 
rat de lam dude. Cuoi cung, moi ngUdi dcu hieu thanh 
cong rat quan trong, hy sinh chut the dicn hoac bi da 
kich co quan he gi ehti? 

Can kien tri ep thanh vien phai doi mat vdi tfnh 
bat dinh, theta nhan minh khong biet, sau do chuyen 
khong biet thanh co biet. Nhiem vu cua lanh dao la cho 
moi ngUdi thay tlnli bat dinh la sU thUc tuyet doi. yeu 
cau moi ngUdi phai doi mat va thich Ung. De co ldi cho 
moi ngUdi, thanh vien phai hoc each sinh ton trong moi 
trUdng bat dinh, dong thdi trcl nen hting khdi. 
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Chung ta hav xem quy dinh chinh thifc sau: Khi 
co mot sii viec co tlnh bat dinh, da true tiep noi len sU 
thuc nay. cho du sii viec co tfnh bat dinh la liic nao co 
the dua ra phien ban nang cap. Khong phai lo lang, 
khong quan tri du an nao nhan minh khong hieu ma bi 
mat ghe. 

Khong noi moi ngifdi cung hieu. cap dudi cua toi 
deu dUdc cong diem khi biet minh khong hieu, bdi biet 
minh khong hieu thi mdi co the tim kiem tri thde. Toi 
tha biet cho nao thicu sot, nhu vay mdi biet viec gi 
quan lay minh. tot nhat cap dudi va dong nghiep cung 
nen hieu dieu gi. 

Muc tieu cua du an phat trien phan mem khong 
phai la quy hoach chinh xac trUdc khi ra tay, ma hang 
ngay khi chuyen tir su viec ehua biet sang da biet. dcu 
co lua chon chinh xac. Neu rd rang ban khong hieu 
chuyen gi do ma Lai gia vd khong biet, tiic la ban da dua 
ra quyet sach sai. Khi thong tin chifng minh la ban sai, 
ban se cam thay kho xii. Do do, toi :ang sd thong tin, 
ma nhieu ngUdi cho rang dang doi pho vdi su that, cuoi 
cung ban rdi vao vong tu4n hoan xau. 

Chi c&n khi biet tinh bat dinh d ciau, ban mdi co 
the giai quyet; Nhtfng su viec xac dinh khong dude phat 
hien cung co the bam lay. Tom lai, thtfa nhan minh 
khong hieu con hdn bi danh guc. 
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Khi ban khong biet can hoan thanh cong viec nhu 
the nao, khi co am thanh noi tam chat v£n ban - hay 
doi mat vdi no. Khong phai sd hai thijta nhan minh 
khong hieu, thuc te la hoai nghi chda xuat hien cua 
nhom, ma ban nhan dude cac tin hieu vo hinh. Co le khi 
ban noi vdi ngifdi khac, va nhan dtfdc cau tra ldi: "Dung 
vay, toi dang nghi ngd ve chuyen nay”. Dudng nhien, 
doi khi ngUdi khac cho ban la ngiidi vo ly, khong sao, do 
la cai gia nho ma ban phai chiu trong moi trifdng bat 
dinh nay (Neu thtfc te mang cuoc song qua thap, co le 
ban nen xem bac sy tam ly, nhtfng toi thieu cung khong 
lam ban cham qua). 

DONG NHAT TRONG NGOAI 

Dong nhat trong ngoai la mot loai can bang ; Ban 
co the noi la lam? Hoac nghi the nao thi lam the ay? 
Hoac suy nghi va hanh vi trai ngitdc? Nh&ng gi thao 
luan co thitc la nhUng dieu ho muon noi? Chung ta co 
de ngitdi khac keo mui dat di? Hanh vi, cam nhan va 
mong muon cua chung ta co dong nhat? Khi chiing ta 
noi muon lam , co thitc sit muon lam khong? Chung ta 
co thitc sit dong y, hay gia vd mot chut cho ho titdng 
rang chung ta dong y? 

Tinh dong nhat dung de phan biet thanh thitc vd 
gia mao. Khi lam mot viec gi do, toi lam do ban than 
viec do dang lam hay no co chut gia tri doi vdi ngitdi 
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do? Toi thanh thitc noi ro tinh each nhin rthdn cua ban 
than , hay co xu h\t&ng bao ve minh? Khi toi cho rang sit 
viec gi do la y tot } toi co di lam khdng? Toi co thitc siX 
tin } hay la cho moi ngitdi thay rang toi tin? 

Tinh dong nhdt cung chinh la sit thitc. Hieu sit 
thitc con kho hetn la noi ra sit thitc. Khi moi ngitbi xung 
quanh deu cho mot sit viec nao do la dung, nhitng toi 
khdng the chitng minh , chi la hoai nghi trite giac rang 
dieu do la sai, va tritdc khi xay dytng mb hinh suy nghi 
nhom, toi co nen noi ra each nghi cua minh , sau do di 
tim stf thitc? 
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NGUYEN T#C 30: XflY DUNG DIEM KIEM TRfl 
THICH H<?P 

Don't go dark 

Gia sii khi gan den ngay kiem tra, ban hoi nhan 
vien phat trien: "Tinh hinh ra sao? Kip tien do khong?". 

Anh ta tra ldi: M Sau tuan nay deu tien hanh thuan 
ldi, con tien do hom nay, la cong viec le ra phai lam 
xong t \i 6 thang trUcfc". 

Khong. tut hau khong chi trong mot ngay, tut hau 
khong phai chi den khi gan ket thuc du an mdi phat 
hien ra, cung khong phai phat sinh mot ngay trade 
diem kiem tra, ngay nao no cung phat sinh, gid nao 
cung phat sinh. Moi khi ban pha mot taeh ca phe, moi 
khi tra ldi mot email, moi khi lap lai cai may tmh, bat 
loi phan mem, ... deu la thdi khac gav non sU tut hau. 

De doi pho v6i van de tut hau, ban phai chi a cong 
vice phat trien thanh nhicu doan nho, moi doan nho la 
mot diem kiem tra, moi diem kiem tra deu phai xem ky 
xem co tut hau khong? Chu ky khoang each giua cac 
dmm kiem tra nen keo dai bao lau? Neu lau qua, hieu 
qua khong nhieu; Neu ngan qua, chi sd kho co the chia 
nho cong viec nhu vay. Phan mem khong ddn gian nha 
mot doKg go, quan he giiia chacfng trinh la the dong va 
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lap the. Trong nhom cua toi thtfdng tranh luan khong 
ngdt: 5 ngay? 10 ngav? 3 tuan? Theo kinh nghiem cua 
toi, ba tuin du de tinh hinh mat kha nang khong che. 

Chu ky kiem tra thfch hdp cua moi cong ty mot 
khac. Cach lam cua chung toi la, de cac thanh vien trao 
doi, trong thbi gian nhat dinh phai lam xong cong viec 
cua minh de trao cho ngUdi khac, neb khong anh ta 
khong the kip t.hdi tien hanh, nhu vay se tao ncn vong 
cat cong viec thich hdp, hdn nfla neu keo dai la se nhan 
ra ngay. Vi du, chung ta biet tu&n nay bi tut hau mot 
ngay, mot ngay co the khong phai chuyen nho, dieu nay 
rat phai noi ro. no tot hdn viec moi nam sau mdi biet 
minh tut hau. chi sd khi tut hau den mtic day thi du 
may tinh co lac hau den dau cung khong kip nuta roi, 
cac van de dang ticc tren the gidi thUdng nhu vay. 

Van de dang buon tren the gidi, la ban lac dubng 
trong phat then phan mem. Trong giai doan nay co the 
ban hoc dupe kinh nghiem hoan toan bi nham lan nay: 
'Toi khong biet phai lam gi mdi dung, toi khong biet 
hien dang each muc tieu gin hay xa, toi chi biet tinh 
hinh bay gid rat toi te, hien phap nao toi dua ra cung 
lam toi roi ram them, toi chi xac dinh dupe la lam gi 
cung hoang..." cam giac dang sd nay bat nguon tu* hop 
den - cong viec dupe tien hanh khong co ngUdi kiem tra. 
Hay bat den len, cho thanh vien vao lam trong moi 
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tracing ro rang minh bach, ngay nao ket thuc cong viec 
cua ngay. 

LAC DUONG TRONG PHAN MEM 

T6i khong can mat nhieu thdi gian ban ve van de 
nghiem trong do tut hau trong phat trien phan mem, 
ban cung hoan loan hieu ro, neu khong ban se khong 
thay dap an trong cuon sack nay. Goi bat ky mot nhan 
vien phat trien hay phu track dtf an tdi hoi , ho da co 
kinh nghiem ve tut hau tien do? Dap an chi co the; Mot 
la co; Hai la tren be mat la khong nhitng thylc te la co. 
Tren be mat la khong nhitng do co the tang ci/dng tien 
do, hoac chap nhan giam thap muc tieu. 

Van de dau dau hdn Id, co bao nhieu quan tri dil 
an va nhan vien phat trien cam nhan diidc minh dang 
lac ditdng. 

Da Id ngitcti lam trong ngdnh phan mem y hau het 
deu co the hieu ditdc ham nghia cua van de nay, lac 
ditdng la cam giac rat dang sd. Co rat nhieu ly luan 
gitlp ban tinh ditdc chi tieu tien do, nhitng khong the 
giup ban thoat khoi buon phien, ai cung cam thay 
khong vui, ban bat dau mat di khd ndng phan dodn 
nhanh nhay, ngay ca nhitng dit an dd hcfi cung ditdc 
xem xet can than . Lo lang, $d hai, buon phien va lai 
thay co chut hy vong . Ve can ban ban khong biet minh 
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dang lam gi , sit viec ditdc lam ra sao, van de rot cuqc 
nhit the nao, dong tac nao cua ban cung gdy ra that bai 
l&n, ban hoan toan chiu bo tay. 

The la, ban dan co mot trite giac tan mat, nhat 
dinh minh khong co tai nang m&i ra nhit vay. Tiep do, 
ai cung thay sit sd hai cua ban, dong thdi mat niem tin 
vdi ban; Thanh vien khong con tin cay ban , ban con 
muon lank dao ho ra sao day? 

Nhitng dieu nay chinh Id noi dau cua moi quan 
tri dit an. 


Hien nay, dua vao tmh quan trong cua diem kiem 
tra, ban noi vdi nhan vien phat then: "Chung ta can 
kiem tra tien do hang tuan°. Co ngUdi phan anh kieu 
quan ly nhit vay qua chi tiet. De nhdng ngubi nay co 
the ch&p nhan phildng thtlc quan ly nay, ban phai noi 
ro cho ho, con rat nhieu ngutbi dang ddi ph&n mem nay 
ra dbi mbi lam difdc viec - con phai viet tai lieu, danh 
gia chat lucfng, va con nhieu nhan vien phat then khac 
cung muon biet ket qua cua giai doan nay, mbi viet tiep 
hoac kiem tra cac chtfdng trinh lien quan. Lich trinh 
lam viec gida cac thanh vien co quan he tren dtfbi va 
phan hoi, cung dua vao tien do cua nhau, til do hinh 
thanh nen dong cd cua diem kiem tra, chd khong dua 
vao ctfbng che cap tren. 
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Mot vai tfnh nang san phikm phai mat tdi vai 
thang hay vai nam mcii hoan thanh, nhung viec nam 
iich trinh khong lien quan den nhiem vu it nhieu, bdi 
oat c\l mot tien do nao tut hau dcu din dude tlch tu lai. 
Cung tile la chia cat cong viec phai du chi tiet, mot khi 
mot doan hi loi, co the duoi kip trong thdi gian ngan 
nha\ Tren thuc te. chu ky kiem tra, mot tuin da la du 
dai roi, nghi ma xem, ncu muon duoi kip tien do vao 
tuin sau, ban co lam dUdc khong. Do do. quan ly chat 
lam nhan vien khong thfch, nhitng de hoan thanh san 
pham dung tien do khong the khong lam nhif vay; Hdn 
nQa sau do ai cung coi lich trinh la quan trong nhat, luc 
do moi ngifdi lieu cam thay bang lich trinh tao cam giac 
thanh cong. va rat vui ve di lam. 

Ngoai ra, diia vao tac dung tUdng ho va dam bao 
tien do giua cac dong nghiep, cung la mot trong nhutng 
nhan to cua diem kiem ra thuan ldi. Cung nhii muc 
dich thiet ke san pham lam cho cac thanh vien tham 
gia, ai cung dong gop bien phap tot nhat cua minh. 
ThUc hien diem kiem tra cung nhuf vay, moi ngUdi thrfc 
hien cam ket cua minh, che do nhtf vay se thanh cong. 
Vi du, nhan vien phat trien bao rang thii 6 se chuyen 
chiidng trinh cho nhan vien tai lieu, ldi htia do trd 
thanh mot phan cua cong viec, anh ta se co gang hoan 
thanh dung han; Mat khac, khi quan ly ra lenh cho 
nhan vien phat trien hoan thanh vao thang 6, nhtfng 
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uy quyen cua quan ly tao ra phan cam va trd thanh mot 
phan cua cong viec, nhan vicn co cam giac khong yen 
tam. Day cung la hien tUdng thu vi trong qua trinh 
khai thac: Trang thai tam ly cua mot ngUdi co anh 
hifdng true tiep den ket qua. 

Phia trude toi da nhac den sU dong nhat, anh 
hifdng doi vdi phat trien phan mem chmh la van dc tien 
do, ai cung coi trong ldi htia cua minh. khong Ida doi 
nhau, viec thuc hien diem kiem tra cung rat thuan ldi. 
Doi vdi hang ngan doan cong viec, chi co the duy tri dua 
vao cam doan nhu vay. Dieu nay khong lien qua den 
muc tieu chinh the, nhifng lai lien quan den viec dung 
cam doi mat vdi dung cam dong nhat. 


201 



NGUYEN TflC 31: CAN THAN KHONG CO 
THANH VIEN 6 DIEM KIEM TRA 

Beware of a guy in a room 


Nguyen tic 31 la trUdng hdp dac biet cua nguyen 
tac 30, nhiing cin phai noi rieng. 

Da co lan (Thilc ra ba lin, chung toi khong dam 
ke ca ba cau chuyen ra), toi giao cong viec kho khan 
nhat cho ngUdi xuat sac nhat, co s\ic sang tao nhat va 
nang luc ky thuat tot nhat, chung toi co ditdc anh ta la 
may min ldn. Khong ai hoai nghi kha nang va she 
phan doan cua anh ta. 

Nhifng khi bat diu cong viec co tinh thach thilc 
do, anh ve phong dong cua, luc nay xung quanh anh chi 
con am nhac, keo va tap chi chien tranh giha cac vi sao, 
cung nhif 6 hop nifdc hoa qua, sau khi nghi ngdi thil 
gian, anh bat dau lam viec. Cac thanh vien khac deu 
tin ttfdng vao anh, that may man khi chung toi co anh 
de giai quyet nhiem vu nang ne nhat. Ben ngoai chung 
toi nghe thay tieng go ban phim khong ngilng nghi, 
trong long tham vui mting, tuy khong ai biet chifdng 
trinh trong phong nhil the nao, nhiing chung toi deu 
cam thav mot cao thu dang no ltfc cho cong ty la tot lam 
roi. 
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Ngifdi anh ta va mo hoi, chac chan la ap luc rat Idn. 



(Day la tinh hinh lac quan chufa tilng co, muc tieu 
cua chung toi rat ro rang, chung toi co nhom nhan vien 
tfu tu, tuy doi luc van ngoi nham nhi ca phe, nhtfng 
chung toi deu tin tifdng minh dang co mot ke hoach ldn, 
ngitdi khac phe binh chung toi lien bit tai khong nghe). 

Dan dan, chung toi bat dau nhan thay anh ta gap 
kho khan. Dan dan khong thay anh ve nha, am nhac 
cung ngifng, ngUdi anh bAt dAu va mo hoi , co ve nhif... 
tien do co van de. 

Toan bo cong vice chi co minh anh lam, khong co 
diem kiem tra, chi cAn luc hoan thanh anh giao san 
pham la dude, duclng nhien nhdng ngUdi khac da hoan 
thanh cong viec cua minh dung han, chung toi danh 
phai go ciia: M Uylliam, lam the nao roi?” phia trong 
khong co dong tinh, mot luc sau anh ta noi 'Tam on", 
"Luc nao co the hoan thanh?" Mot luc sau, chung toi co 
ve nghe thay tieng khoc, anh ta noi mot each nang 
nhoc: "Cung nhanh thoi". 

Chung toi biet til "nhanh" cua anh, thuc ra con 
sdm hdn nhieu. Hien nay ca cong ty chi ngoi chd, khong 
the giup dd dude gi. Con toi, vdi tit each la phu trach du 
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an, doi mat vdi kho khan nay: Toi co the loai bo 
Uylliam, nhang nghi den anh la ngtfdi duy nhat co the 
cdu chung toi, duy nhat co the hieu dude kho khan 
trade mat, do do toi khong suy nghi gi them ma quyet 
dinh de anh tiep tuc hoan thanh cong viec, dau sao anh 
ta cung la ngUdi Uu tu nhat, dong thdi la ngtfdi duy 
nhat nam vting van de nay. 



Toi chi lam di/dc co mot van de, do la mua ho anh Cocacola. 



Mot phtfdng phap cd ve tot nita la tang them chut 
ap lac, lam cho anh thav ro minh dang gifl si 1 sinh ton 
cua nhom, cac thanh vien vh gia dinh cua ho deu hy 
vong vao bo 6c thong minh va ngon tay go nhanh thoan 
thoat cua anh, chung toi can phai thuc anh hoan thanh. 

Nhung toi cung hdi ban khoan, cam thay day 
khong phai la bien phap tot. khong giup gi ve stfc san 
xuat. Toi khong co each gi de thoat khoi tinh hinh nay, 
toi chi co the suy nghi tich cac: Uylliam co th£ ket thuc 
cong viec, chi mong anh khong chet hay tii chiic. Qua 
bai hoc nay, co le anh ta khong dam lam cho chung toi 
ntfa. Viec lam duy nhat cua toi la giup anh ta mua 
Cocacola, ngoai ra ching con each gi khac! 

Dtfdng nhien, neu ban co mot nhan vien xuat sac 
dong ctia vui dau lam viec, ban co le se co ket qua kha 
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dac biet: Mot la khong dua ra dUdc san pha!m d cac 
diem kiem tra, nhiing vao 5 phut cuoi cua thdi han difa 
ra mot kiet tac; Hai la tranh moi phien nhieu d ddi, 
toan tam toan y lam viec, do mric sang tao cua cong 
viec qua cao, hoan toan phai dua vao tam huyet cua 
anh ta. luc nay hdp tac nhom khong co fch gi ma co khi 
con quay roi. 

Loai lap trinh vien thu hai nay, de .yen tmh nen 
dong kfn cUa d trong phong mot thdi gian clai, khong ai 
biet tien trien cong viec nhu the nao, co le do veu cAu 
phat huy sOc sang tao, nhifng se rat nguy hiem doi vdi 
viec dUa ra san pham dung ban, du co xuat sac den dau 
thi lanh dao cung khong nen giao cong vice quan trong 
cho anh ta, trti phi lam cung vdi cac nhan vien phat 
trien khac dinh ky kiem tra tien do cong viec, hdn niia 
co yeu cau khat khe ve thdi ban. Dang tiec la co mot so" 
nhan tai khong chap nhan dUdc nhfing ban che nay. 
Trong nganh ph&n mem, cung co nhitng ngUdi nhit vay, 
ho co the lam ra nhtfng tac pham khong the tifdng 
ttfdng noi, dufa ky thuat phat trien. nhitng ho khd co the 
co mat trong nhom phat trien phai dua san pham ra 
dung han. 

Du la loai nao, cho phep nhan vien phat trien 
dong cUa phong vao lam viec khong ai biet tien do cong 
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viec nhtf the nao, ket qua thu'dng anh hiXdng xau den ca 
nhom. Do do, phai c6 gang tranh tinh hinh nay. tuyet 
doi khong cho phep "Thanh vien khong co diem kiem 
tra'\ neu khong se kho tranh khoi that bai. 
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NGUYEN Tfc 32: THCI0NG XUYEN TICH HPP, 
PHflN MEM SE THU0N Ltfl Rfl 001 

If you build it, it will ship 


Tick htfp cac chifdng trinh thanh ph&n mem m6i 
co the tung ra thi trUdng, dieu nay rat til nhien, khong 
the ban cho khach hang dong ma chUdng trinh khong 
chay dude! Nhung y cua toi la neu co the thudng xuyen 
va dinh ky tlch hop ph&n mem thi tot hdn la den ngay 
cuoi cung mcfi ket hop mot lin. Ban phai luon chualn bi 
chinh the hien trang phan mem de cho moi ngUdi xem 
mdi dude. 

Ban thu tUdng tUdng mot tram thd xay nham mat 
de xay mot toa nha xem! Khong biet minh dang xay 
phan nao cua toa nha, khong biet xay den may tang, 
ma chi quan tam den phan cua minh. Toa nha nha vay 
co xay duoc khong? Neu co xay xong thi cung chac ch4n 
se do sap! Do do, thudng xuyen tich hop ph^n mem la 
dieu rat can thiet, trong diem cua nguyen tac nay 
khong chi c&n thudng xuyen va dinh ky tich hop phan 
mem trong ca qua trinh phat trien phan mem, ma con 
co gang ket hop nen phitn mem hoan chinh va chinh 
xac nhat, quan trong hdn ket qua xong phai dat tai ndi 
cong khai de moi ngUdi deu thay. 
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Da co trUdng hdp, cac chUdng trinh deu dUdc viet 
theo dung tien do, cac kiem tra ca biet cung da hoan 
thanh. nhUng sau do khong the tfch hdp lai thanh ph&n 
mem hoan chink Do giGa cac chudng trinh phai lien 
ket lan nhau, nhung ngUdc lai co chudng trinh lai ban 
che chufdng trinh khac. Trong qua trinh viet chudng 
trinh phai luon chu y xcm chudng trinh cua minh viet 
co phoi hdp tot vdi cac chitdng trinh khac khong, each 
tot nhat la phai thudng xuyen tich hdp. 

Phan mem khong nhat thiet ngay nao cung ket 
hdp, nhung phai thtfdng xuyen va dinh ky lam, khong 
chi cac chufdng trinh edn ket hdp ma bao gom ca phan 
cai dat va ho trd true tuyen sau do eong khai cho moi 
ngufdi xem, de nhan vien bao dam chat ludng co the 
danh gia hien trang phan mem, cung nhit quan sat tinh 
hinh phat trien hay dang tut hau. Tich hdp phan mem 
theo quy luat la mot chi tieu rat dang tin, bicu thi 
nhom co van hanh binh thudng khong, phan mem co 
hoan thanh khong. 

Tich hdp phan mem can co thdi gian, chudng 
trinh cung rat phiic tap, dang de ban nghien ctiu chien 
lude tot nhat cho no. Trong noi bo Microsoft co rat 
nhieu nhom phat trien sit dung chien ludc tich hdp 
hang ngay, dong thdi con co nhom chuyen trach (Build 
master). Ket hdp chudng trinh rat quan trong, khong bi 
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that bai hay dilt quang. Khi dUa mot chudng trinh vao 
(Check-in) moi trifdng phat trien, se phai phoi hdp v6i 
chudng trinh khac, nen neu doan chudng trinh nao do 
co van de f se de dang tim dude ngutdi phu trach, do do 
cam giac trach nhiem va danh dii cua thanh vien la 
minh phai lam ra chiidng trinh toi thieu dat tieu 
chuan, va thuan ldi trong viec tfch hdp hang ngay. 
Dildng nhien ban co the nghiem khac hdn, theo kinh 
nghiem cua toi, ket hdp moi ngay mot lan phiidng thbc 
hdu hieu nhat (Xem them nguyen tac phla sau). 

Mat khac, phu trach dil an c&n dita ra chicn litdc 
tfch hdp tot nhat, chd khong phai vai ngay ket hdp mot 
lan co tfnh tuyet doi. Khong can thiet phai ngay nao 
cung lam, cin tim ra khoang each tot nhat va ngan 
nhat, vdi trong diem la ket hdp dUdc phan mem vdi 
khoang each ngan nhat. 

Noi thtfc, toi khong biet phan mem "can" hao 
nhieu chu ky tfch hdp la tot nhat, nhiing toi tin rang 
hau het cac cong ty phan mem deu lam chda du ve mat 
nay. Doi vdi mot so" nhom phat trien, moi ngav tfch hdp 
se hdi nhieu, nhung toi dam bao dci vdi bat ch nhom 
phat trien nao, moi tuan tfch hdp mot lan khong phai la 
it nhat. 

Phu trach du an phai thudng xuyen de y den tinh 
hinh chinh the cua phan mem, mdi co the biet dtfdc 
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dang lam gi. Du phAn cong cong viec va thiet lap diem 
kiem tra rat tot, sU tin tdcJng va quan he giOa ca c 
thanh vien cung kha ly tudng, nhdng neu khong the 
Tich hdp phan mem thi ban chi nam dude tien do trogn 
tudng tudng va du doan thoi, chul khong can cii vao 
thUc te, do vay ban van chua thtfc s \i nam dude tinh 
hinh phat trien phan mem. 


Moi lan ban tich hdp phan mem, deu co the tinh ra dude bao 
nhieu loi, dong thdi nam vurng tien do phat trien phan mem, 
ban cung nhin thay cactinh nang dang thanh hinh. 



De co the tich hdp ditdc phan mem, cac chUdng 
trinh phai duy tri trong tieu chuan chat ludng nhat 
dinh, cac loi ldn se dtfdc phat hien kip thdi. Do do, vao 
moi thdi gian ket cau phan mem co^ dinh, mdli co the 
duy tri phan mem co thd tu va chat lifdng nhat dinh, 
dieu nay chac moi ngUdi deu can biet. 

Quan trong hdn, dinh ky tich hdp phan mem cung 
nhu nhip tim dap cua nhom vay, buoi chieu moi ngay 
moi ngufdi deu nhin thay thanh qua cong viec cua ca 
nhom trong ngay, moi ngay deu thay sd tien bo, nhom 
se dude co vu rat 16n. Neu co ngay phan mem ket hdp 
that bai, hoac vi ly do nao do ma khong ket hdp se ngay 
lap tiic lam cho moi ngUdi chu y va cang th&ng, nhat 
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dinh phai urn nguyen nhan d£ s\ia doi. Neu ket hdp 
thiidng xuven that bai, se la diem bao ca di i an that bai. 

Nhung diing co lam Ion len, tich hdp phan mem 
ma toi nbi tdi, khong phai la ket hdp quy mo nho cua 
lap trinh vien tren may tinh cua minh, ma la ket hdp 
chfnh thiic va cong khai, ket hdp cac chtfdng trinh Idn 
nho lai thanh mot phan mem ma ai cung co the nhin 
thay va sif dung. Nhan vien bao dam chat lifdng co the 
kiem tliii sd bo, xem chifc nang cd ban cua no co sai 
khong. Neu ngay nao cung Tich hdp phan mem, to'i 
thieu ban cung hiet dude minh khong that bai, moi 
ngifdi cung thay no dang tien tdi muc tieu, tinh nang 
dan din hinh thanh; Hdn nufa moi ngtfdi kiem thd phan 
mein se co Lilian t.hhc tifdng dong ve hien trang cua 
phan mem. 


Thiidng xuyen tich hdp phan mem con co cac ldi 
ich sau: 

- Thudng xuyen va cong khai tich hdp phan mem 
co the thay dude do tin nhiem thuc stf giifa cac thanh 
vien. Chi can bat cir mot mat xich nao khong chat, 
phan mem se khong difdc ket hdp, qua trinh xem xct 
ket hdp cung nhif xem xet quan he giula cac thanh vien 
hay quan lie doi ngoai cua nhom. neu co van de d ndi 
nao deu se tim thay mot each de dang. 
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- Phan mem tich hdp ra co the boc lb nhiing van 
de khong dadc chu y den khi thiet ke, nha hieu qua s xi 
dung, kich thadc doi tadng, ... Neu van de nay phat 
hien muon qua se khong kip sua doi. 

- Tich hdp phan mem lam bade di cua cac thanh 
vien dadc dong nhat. Thong thudng, van de hay gap 
phai trong tich hdp phan mem la hai hoa gitia cac phien 
ban, nghiem trong hdn la moi ngUdi co mot phien ban 
rieng, khong ai biet ngUdi ngUdi khac dang lam phien 
ban gi, khi tich hdp phan mem cong khai, cac phien ban 
se dong bo. 

- Tich hdp phan mem co the lam cho cac thanh 
vien doi mat vbi cac van de rna ho b6 qua. Nhom tUdng 
dating vdi phan mem, do do trang thai phan mem hien 
tai chinh la trang thai cua nhom. Khi toi thav san 
phbm co van de, toi truy hoi thanh vien: "Tinh hinh 
tich hdp phan mem nha the nao?" Rat nhieu kieu t.ra 
Idi, nhang chi co mot y: '’Chung toi mat rat nhieu thdi 
gian mdi ket hdp thanh cong mot lbn, co luc phai mat 
hai tuan, chung toi hy vong co the rut ngan thdi gian, 
nhUng do mot so nguyen nhan nao do, chung toi khong 
the ket hdp theo ke hoach". 

Dung vay, muon thudng xuyen va dinh ky ket cau 
phan mem se gap phai rat nhieu kho khan, nhang giai 
quyet dadc nhuCng kho khan nay se giup ban co dadc 
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nhom lanh manh va phat trien phan mem thu&n Idi. 
Nhan vien phat trien phai tp kiem tra ky cac clitic nang 
xem da hoan thien chua mdi dtia ra ket hdp, chifdng 
trinh khong chi phai chay chfnh xac ve logic, ma con 
phai chu y den tai nguyen chiem dung (Dung xong bo 
nhd thi phai giai phong), chay co hieu qua. Neu cac 
chtidng trinh ket hdp dcu tot, se rat de ket hdp thanh 
phin mem, dong thdi giam b6t hao ton thdi gian do 
phai kiem tra lai. 

Trong qua trinh phat trien, rat de co cam giac sai 
ve trang thai cua ph&n mem, nhtfng neu co the tich hdp 
ph4n mem hang ngay, nhung dieu ban nhin thay se cu 
the hdn. 
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NGUYEN TfiC 33: N^M VUNG TiNH HiNH 
THtfC TE 

Get a known state and stay there 


Day la mot dao ly ddn gian ma hOu ich, y nghia 
rong hdn cua no la ''Ngay nao cung phai co sari pham 
ra ddi”. 

Ban phai hicu rat ro rang ve tinh hinh thUc te cua 
phan mem, nhat la khi chuan bi tung ra. ban phai biet 
no co hinh thiic, ket cau, hay tfnh nang gi. Khi ban coi 
no nhit san pham tung ra thi trUdng, ban phai biet ro 
tinh hinh co the biet. 


Neu ban hoi nhan vien phat trien ve tinh hinh phan mem, 
anh ta co the tra lai, nhifng khong the phan anh dung. 


Gia sU co ngUdi yeu cau ban dUa them mot tinh 
nang nao do vao san phaim mdi vita ra mat, ban co the 
hieu ngay difdc y nghia cua tinh nang nay ddi vdi san 
pham, dong thdi biet nen lam gi de dUa tinh nang nay 
vao, co gay xung dot 16n khong, ... Ban co the trieu tap 
mot so nhan vien phat trien. nhan vien bao dam chat 
lifdng de thao luan la co the biet dude nhan there cua 
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moi ngUdi ve tmh nang nay. moi ngufdi deu rat ro ve vai 
tro va pham vi nhiem vu cua minh, sau do ban co the 
noi: ,f Nao, bat tay di thoi! 0 

Co le vai ngay sau. co le khoang mot tuin, vai 
thanh vien cam dia mem den tim ban, cho ban biet tinh 
nang mdi da dude lam tot, chi cin cai dat la dua tinh 
nang nay vao. That khong co kho khan gi, phai vay 
khong? 

Do la do ban co the nam ro tinh hinh. Ban can 
biet, dua ra mot phien ban mdi cung nhu nhieu lan 
khong ngtfng dua them tinh mdi, sau do dua ra. Day la 
phudng thitc de ban hieu dude hoat dong phat trien 
phan mem cua nhom! Lay mot so' ngUdi co nhiem vu 
khac nhau vao mot nhom, phu trach ve mot tinh nang 
san pham; Mau chot la ban phai luon nam vQng phin 
mem va trang thai dua ra thi trUdng. Khong dude de 
phin mem trd thanh mot dong ma hon don. Khong 
dUdc de tinh trang ban khong hieu gi ve phan mem, can 
phai nam chat lay no khong buong. 

Muon nam tinh hinh cua phin mem, can co nhan 
vien bao dam chat ludng giup ban, ban can co ngUdi 
chuyen kiem thii tinh trang phin mem. Neu ban hoi 
nhan vien phat trien, co the anh ta tra Idi dung, nhUng 
co the la chang may doan trung. Tuy nhan vien phin 
mem la ngUdi trite tiep sang tao phin mem, nhUng ho 
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Khong the biet dufdc bo mat that mang tinh toan dien 
cua ph^n mem, dieu nay con phai diidc nhan vien dam 
bao chat liidng danh gia, de chuyen gia ngoai cuoc cho 
ban biet tinh hinh phan mem. 

Hdn nuta, hang ngay ban deu nen txt lam kiem tra 
nho, mot phan mem la tu dong, mot phin lam thu cong; 
Cut mot hay hai tuan kiem thit toan bo mot lan, dam 
bao phan mem d trang thai san sang tung ra thi 
trUdng. 

Nhu the nao mdi dude goi la "Nam vung tinh hinh 
phan mem"? Chinh la vao mot diem thdi gian nao do, 
deu co thong tin chinh xac ve moi trang thai cua phan 
mem, Do nhan vien dam bao chat liidng da kiem tra cac 
chtfdng trinh hay bo phan nen ban co the yen tam 
thong tin la chinh xac. Tren tay ban phai co mot td 
giay, ghi ro cac tinh nang dat hay khong dat, so^ loi, ty 
le phat hien loi va ty ie loai bo loi va mot so^ du lieu 
quan trong khac. 


Muc tieu du kien dUdc hoan thanh du co the difa san pham 
ra thj trudng. 


Nhung khong phai nhan vien dam bao chat lUdng 
danh gia quyet dinh co the dUa ra diidc hay chiia. Do 
phat trien la nhiem vu cua ca nhom, ph^n mem co ra 
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chide khong thi trong long ai cung biet, dieu nay khong 
nen co tranh luan khac - muc tieu thiet ke thiic sii 
hoan thanh, san ph&m ae ra ddi. Khi ban da danh dau 
hoan thanh 3en cac chuc nang dtf dinh, ban se co cam 
giac thanh cong thiic s \i (Con co thu lao cua ban ni3a). 

Nhiing dieu kien tien quyet la ban co the nam 
vtfng tinh hinh cua phin mem, dong thdi co diidc nhdng 
thong tin mdi nhat. Ban phai biet each dung nhan vien 
bao dam chat liidng lam dufdc nhu! v&y. 

Luc nao cung nam vUng tinh hinh phan mem 
thiic ra la rat kho, ban can co mot nhom nhan vien dam 
bao chat liidng rat liu tu. Rat nhieu cong tv ph&n mem 
khong co hoac rat it nhan vien dam bao chat ludng, do 
do khong the nam diidc tinh hinh phan mem, Trong 
thiic te, nhom phat then phan mem hien dai khong the 
khong co nhan vien dam bao chat liidng. 


COT MOC GHI CHEP 

Doan nay chu yeu noi ro them nguyen tac 33. Toi 
muon giai thich tiidng tan ve cac quan niem nay trong 
phat then phan mem, tat ca deu la nhntng tran trd, suy 
nghi, thu thap cua toi trong nhieu nam, diidc tich luy 
nhd ban than va cac dong nghiep tai gioi da trai qua 
khong it sai lam ma co. 
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Ban muon co cho dbng trong nganh phAn mem? 
Ban muon co nhifng bifcfe tien vifpt troi? Vi vay ban cAn 
phai co cot moc danh dau (Milestone), bieu thi muc tieu 
ma ban dang dat dupe. nhufng ban phai tien den cot 
moc tiep theo. 

Cot moc phai co tieu chuan do dac nhat dinh, neu 
khong se khong dat tdi, do do khong dupe thiet lap mot 
muc tieu khong the xac dinh ro. Moi muc tieu, du ldn 
hay be. deu can dupe ghi chep vao mot ho sd rieng, tai 
nguyen khong the dau tit mot each tuy tien, md ho. 
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NGUYEN Tfk 34: C0T MOC KNONG HUT 

Use ZD milestones 


Trong phat trien, ban chat ph^n mem la vo hinh. 
khong the nam bat. Mot ph&n van ton tai trong dau oc 
nhan vien phat trien, mot phan d trong cac day so^ 
khong nhin thay cua phan mem, mot phan nam trong 
cac giav td cua ban kc hoach. mot ph4n la nhting y thtic 
tiem fin, luon luon bien doi, chi d if dc kich boat trong 
mot cd hoi thfch hdp. Ma y thtic tiem an cua nhom deu 
bieu hien trong boat dong thifdng ngay hay cac quyet 
dinh cua nhom. Nhu? phan trade da noi, phan mem 
tadng dadng vdi nhom, do do moi tinh hinh cua nhom 
deu bleu hien trong phan mem, phin mem chfnh la 
hinh anh song cua nhom. 


Diem khong hut khong co nghla la phan mem khong cd loi, 
cung khong cd nghla la day du cac chdc nang. 



Neu muon quan ly hoat dong phat trien phan 
mem mot each hdp ly, can phai dinh ly ket hdp, luc do 
moi no life vo hinh hay hdu hinh cua moi ngadi deu cd 
the difdc nhin thay, dong thdi cung phan tfch dddc y 
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thiie tiem an. Khi ket hdp cac hinh thiic trong cac 
childng trinh phan tan thanh mot chinh the, ban co the 
lay duclc cac thong tin hoan chinh ve tinh hinh phan 
mem, xem c&n phai tien hanh nhting gi. Nhtfng du 
thildng xuyen tich hdp co rat nhieu diem tot, nhung 
cung can rat nhieu thu - bao gom thiet ke phat trien 
phan mem va cac dong luc tiem an cua nhom, thuc te 
do la nhfing cong viec rat phiic tap. 


Tung san pham ra chinh la cot moc cuoi cung 



Tam thdi khong quan phiic tap den dau, de cong 
viec phat then ph&n mem dien ra thuan ldi, ban toi 
thieu phai de thanh vien coi cong viec la mot gach 
th.4ng, c6 dung khi doi mat vdi kho khan, dong thdi 
tang cUdng hieu biet cua thanh vien vdi hien trang 
ph£n mem, de ho co mem tin va nang luc phan doan 
xem minh can bo ra bao nhieu cong siic de co ket qua 
nhu vay. Luc dau moi ngUdi deu rat dau kho, nhung 
dan dan se co cac nang liic nay, se doi pho mot each tu 
nhien, cong viec phat trien cung thuan ldi hdn (Xem 
nguyen tac 3). 

Rat nhieu nhom phat trien trong Microsoft sU 
dung phiidng thhc "Cot moc khong hut" (Zero Defects 
Milestone) de hieu ve tinh hinh phiin mem. Diem 


220 



khong hut khong co nghia la phan mem khong co 161, 
cung khong co nghia la dky du cac chdc nang, ma chi 
thanh phAm cua nhom dat den tieu chuan chat lUdng 
theo ke hoach, cung da dddc kiem thd, the la cot moc 
khong hut. Trong nhom Visual C + \ moi l&n tung sail 
pham ra deu quy hoach trade ba hoac hdn cot moc, mot 
chu ky san pham thudng la khoang 1 nam. 

DUdng nhicn, cot moc cuoi cung cung la cot moc 
cao nhat, la viec tung san pham ra, nhifng cac cot moc 
khac cung rat quan trong. 

Trong nguyen tac 33 chung ta khdi xudng, phan 
mem phai luon d trang thai tung ra, ma ngay nao cung 
vay, luon luon nha vay, day la mot ly titdng nhung 
trong thilc te du khong co hicn tUdng tien do bi tut hau, 
cung co luc khong thuc hien dadc. Bdi ngau nhicn ban 
can quay lai de xii ly cac van de trade mat, cung nha 
tarn thdi loai bd vat thay the de doi mdi chuc nang (Nha 
trong qua trinh xay dadng c&u md tam mot con dadng 
nho nham dam bao giao thong suot, lam xong dadng thi 
phai loai bo con dadng nho). Con cot moc khong hut, lai 
la mot diem sau mot thdi gian kha dai, nh&m dam bao 
trang thai phan mem dat dadc tieu chuan chat ladng 
nha da kicn. gan nha dinh ky quet don hay kiem tra. 
khong de cac loi nho ton tai. 
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Mot cot moc thong thufdng til 6 tuan den 2 thang ; 
khi den ngay nay, ngoai viec dat difdc muc lieu cot moc, 
tat ca cac hoat dong phat trien deu khong difdc vildt cot 
moc nay. Do do, muc tieu cot moc thifdng difdc goi la 
,r San phan trung gian’ 1 ma moi ngifiii deu nhin lhay. 
Sau khi dat difdc muc tieu cot moc, cot moc mc3i lai bat 
dau. 

Nguyen tac nay noi thi do lam t.hi kho, neu ban co 
nhom phat trien difdc trao du quyen, cac thanh vien co 
the cung xac dinh muc tieu cot moc, quan ly se khong 
phai lo lang gi. Moi moc muc tieu deu difdc nhan vien 
dam bao chat lilting xay dung quy tac kiem nghiem 
trildc, lien ket cac chi tiet tieu chuAn chat lildng sau 
kiem nghiem, hdn nufa moi ngildi deu dong y va co nhan 
thufc ehung. Cung chinh la noi, tieu chuan chat lildng 
san pham trung gian do thanh vien ban hac ma thanh, 
chii khong phai la menh lenh cua cap tren. Moi san 
pham trung gian deu co quy tac kiem nghiem trifdc, noi 
ro moi quy tac can difdc thong qua vao luc nao, cac quy 
tac kiem nghiem nay se difdc quan tri till an tap hdp 
lai, do chinh la cot moc. 

Diem tot ldn nhat cua r, Cot moc khong hut" la moi 
khi tien do tut hau, co the phat hien ngay va stia doi 
trong thdi gian ngan nhat, dong thdi dam bao van de 
dildc toi thieu hoa, xU ly kip thdi. Neu moi mot hoac hai 





thang ban co mot cot moc, ban se khong che cKfdc tien 
do trong c.ac cot moc nay. Tien do tut bau trong mot cot 
moc luon it hdn so vdi ca dii an. va cung dc duoi kip, 
van con tot hdn la den khi chu&n hi tung ra mefi phat 
hien dude. Moi cot moc deu dat dttdc. se cho ban thong 
tin xac dinh; Neu cot mob dti kien da den, nhilng phan 
mein lai phai qua N tuan mdi dat ditdc tieu chuan chat 
ltfdng cAn co, ban ckn co lap tritdng de thuc nhom co 
gang: ”Toi khong biet ngay difa san pham cua chung ta 
se bi keo dai bao lau, nhiing cot moc nay did cho chung 
ta biet r;ing minh tut bau N tu&n". 
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NGUYEN T#C 35: MQI THflNH VIEN OEU OflT 

t0i cQt m6c khong hut 

Nobody reaches the ZD milestone until everybody does 


Neu kho khan cua mot nhom nhicu, lam toe do 
cham lai, ma cac nhom khac da hoan thanh cong viec 
cua minhu tot nhat hay de moi ngUdi giup dd nhom 
dang lam cham nay; Cong vice trong nhom cham dcu la 
hien tUdng khong tot; Cong viec cua tat ca cac nhom 
deu dUdc hoan thanh mdi coi nhu xong viec, chi cAn co 
mot bo phan chita hoan thanh tdc la da that bai. 

Co mot trUdng hdp hdp khong tot la (Toi da thuc 
sd gap phai trddng hdp nav) ”Giau do bim leo 1 ': Khi mot 
nhom lam nhanh thay nhom khac lam cham dang phat 
tnen dang phat trien ky thuat then chot gap phai kho 
khan, co the lam keo dai cot moc, lien yeu cau nhom kia 
dtfa them cang nhicu tmh nang vao. De tranh trcfdng 
hdp nay. lanh dao phai cho moi thanh vicn (ca nhom) co 
trach nhiem cung dat tdi cot moc. neu tat ca chiJa dat 
tdi cot moc thi cung nhit chUa co ai dat tdi moc. 
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NGUYEN TflC 36: SflCI MOl CQT m6c, CflN 
BiNh TlNH KIEM DIEM 

Every milestone deserves a no-blame postmorterm 

Sau moi lan dat dude cot moc, c4n phai lam ngay 
mot lan kiem diem, dieu nay khong ckn nhieu thdi 
gian, nhtfng lai lam cho nhom tot lcn. Khi chung ta 
nhan thay da lam dUdc 100%, co phai thiic sU khong bo 
sot gi khong? Cach kiem diem tob khong phai la chi 
trich ai do keo dai tien do. Phu trach du an co the trieu 
tap cuoc hop, moi nhom nho toi thieu co mot ngitdi 
tham gia, hoac bat cut ai co tam dac gi deu co the guti 
email cho phu trach dif an, ket qua kiem diem se dtfdc 
phu trach dq an gdi email lai cho cac thanh vien tham 
khao. Nhat la nhung vice lam tot, can dUdc nhan manh 
trong cuoc hop, moi ngUdi se biet sau nay phai lam gi 
cho tot nhat. Sau moi cot mob lam mot lin kiem diem, 
se la each tot nhat cho nhom hoc tap. 

Sau cot moc chi trich ai do, hoac nhom nao do lam 
keo dai tien do, la each kiem diem rat au tri. Muc dich 
thao luan tien do tut h&u chi nham: Nghien cutu each 
phong tranh ddt sau, tang canh giac cua moi ngUdi doi 
vdi tut hau, each bo cutu khi chAng may tut hau. Hau 
qua xau do tien dp tut hau se anh hudng den tat ca moi 
ngiidi. Tut hau lam tang gia thanh cua cong ty, cac 


15 - 720 
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thanh vien khong nen nghi ngay thd rang minh ching 
bi anh hitting gi, do do quan ly khong can tim each 
truing phat, chi can cho moi ngtfdi thay ro tut hau gay 
ton hai nhu the nao, lan sau phai dac biet chu y. 


Chi trich ai do keo dai tien do cua moi ngifdi thi that au tri, 
cOng chang khac gi chi trich chiec la khong chiu rai khoi cay 


vay. 



Doi vdi thanh vien ca biet, tien do keo dai la 
khong tot, nhtfng cung co y nghia giao due nhat dinh. 
Thong thubng, chi cin la nhom lanh manh, du to chdc 
thanh vien cao thap the nao hay tinh hinh keo dai 
nghiem trong ra sao. thanh vien gay keo dai day dua se 
cam thay xau ho ma chu dong tim each giai quyet, anh 
ta se trai qua each ky vong ban than, cai thien hieu qua 
va phiidng phap lam viec, Quan ly phai giup dd anh ta. 
chi trich chi la hanh vi au tri, chang khac gi chi trich 
chiec la khong chiu rdi khoi cay vay. 

Ncu sau moi cot mob ban deu til kiem diem day 
du, va cac thanh vien deu ticp thu dude cac bai hoc qua 
moi cot mob, nhom se dan trildng thanh, nh^m tranh 
loi sau nav. 
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NGUYEN TflC 37: NflM VUNG Y NGHIfl VA 
TINH THAN THtfC CHAT CUA CQT m6c 

Stick to both the letter and the spirit of the milestones 

Cach lam cot moc co ve kha cao ve gia thanh, ma 
nhom cung ehiu nhieu dau ddn, nhtfng day la phudng 
thhc duy nhat dam bao thanh cong. De phoi hdp dtfa ra 
chuan tac do ludng cot moc, thdi gian va she lac cua 
moi thanh vien bo ra chinh la gia thanh vtfdt troi cua 
cot moc; De bieu thi cu the cot moc can phai stia doi 
tfnh nang, ly tiidng cua nhom co the bi sut giam, trong 
long cung co doi chut that vong dau dcln. Dau ddn nhat 
bat nguon til viec tim each de moi nghdi tap trung vao 
cot moc, phoi hdp vc3i moi nghdi co gia tri quan thong 
nhat, chap nhan bo ra nhieu thdi gian va she luc hdn. 
Cho du co thhc sU tung san pham ra sdm hdn, chung ta 
lai phai "huy dong binh luc" luyen tap, trai qua san 
pham trung gian ma ai nay deu vat va. 

Nhung ldi ich cua cot moc khong hut se nhieu hdn 
tat ca nhhng thh phai bo ra, nhhng kinh nghiem va 
trUdng thanh cua moi ngUdi cung nhieu hdn dau ddn 
cua ho. Stf thhc cot moc khong hut lam qua trinh danh 
gia phan mem dude bat dau th giai doan bo cue, nhd do 
ma nhom co nhan thhc chung; Hieu biet ve su thuc va 
trd thanh gia tri cao nhat cua nhom. Dinh nghia noi 
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dung cot moc, chfnh la ky vong cua moi ngUdi vdi cong 
vice cua minh. Xet ve mot y nghia nao do, cot moc dai 
dien do tin cay vdi ldi htia cua nhom. 

Sau vai cot moc trong giai doan d&u cua du an, 
trong nhom da co cam giac sii menh doi vdi cot moc, co 
the phan doan chinh xac minh co the thuc hien nhutng 
gL trong mot thdi gian han chc viec gi co the hay khong 
the hoan thanh. Toi da trai qua vai cot moc tren giay 
td, nhom coi cot moc nhu hinh thiic va sU giao dieu, ma 
khong thuc hien y nghia va tinh than thuc chat cua cot 
moc. Theo kinh nghiem cua toi, neu la nhom manh, ho 
se deu co cam thu rat manh ve tlnh dong nhat (Xem 
nguyen tac 29), co the tranh dude cac sU viec lua doi 
ban than hay ne tranh hien thuc, tu hy vong moi viec 
deu la sU that chti khong bi ep tuan thu bat cut mot quy 
dinh hay giao dieu truyen thong nao. Nhom manh se 
hy vong cot moc va cac thanh vien co tinh dong nhat, 
khong hinh thde hoa cot moc, hay nghiem khac qua ma 
khong thuc hien dude. Noi thuc day la pham ch£t dao 
ddc quan trong cua nhom phat trien thanh cong, toi da 
tting thay cac thanh vien thach thde lan nhau xem 
minh co thUc sU tu Ida doi ban than ma khong lam 
dude viec hay khong; Trong nhom manh, thanh vien co 
the "ngui" dude doi phUdng co phong dai hay khong. 
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Toi da thay cac thanh vien thach there lln nhau, co phat da 
danh gia qua cao ban than trong cot moc muc tieu giai doan 



Trong cot moc giai doan dau cua du an ho yeu cau 
xudng thap mot chut thi co the chap nh&n dude, tmh 
nang kho thi khong dat yeu cau hoan thanh trong cot 
moc nay. tieu chu^n chat ltfdng khong dat cao qua, tai 
nguyen co the nhieu hdn mot chut, nhulng dieu nay deu 
khong cap thiet lam, co the eoi nhu chi phi danh doi cua 
nhom. Nglide lai neu coi nhe cac van de da phat sinh 
ma khong bo otiu, hoac til doi lijfa ve cac van de phat 
trien cua nhom thi se gay sai lam ldn. Chi co khong 
ngitng kiem nghiem ban than trong giai doan dau cua 
dit an, nhom m6i co the phat trien, dong thdi nam viing 
bf quyet thanh cong trong cac cot moc tiep theo. 
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Da co Ian toi tham gia vao mot nhom , do dat thdi 
gian bieu qua tit tin, muc tieu cong viec cung qua cao 
nen gan nhit phdi hoan thank trong doan dau , ket qua 
la da keo'dai mot cot moc (Ditdi day goi tat Id Ml), luc 
nay ai cung cang thdng , cung may ma nhom cung thuoc 
loai manh, chung toi cung biet thdnh cong tritdc mat 
khong co nghia La thdnh cong sau nay, chung toi tit 
nguyen khiem ton kiem diem. 

Chan dodn xem co rac roi khong . 

Trong giai doan Ml, nhom da chiu ditng sit dau 
kho muc tieu qua Idn. Cong viec phat trien phan mem 
trong giai doan Ml lam chung toi phat hien ra mot so' 
tinh nang mau mile (Tham kheio nguyen tdc 3) co chd 
khong di/cfc thiet he chi tiet , khong ho trd day du thong 
tin can truyen dat, thitc te thiet ke nhit vay khong the 
dat ditdc muc dich thay doi thoi quen ngitdi sit dung. 
The la chung toi tranh luan kick liet , gan nhit lam chia 
cat nhom . Cudi cung chung toi cung co ket luan, phitdng 
an thiet ke qua mdi co the lam cho mqi ngitdi phan 
chan, nhitng cung tang ganh nang cong viec cua loan 
nhom len rd ret. 

Von la muc tieu ditdc sita doi tot hdn , hanh dong 
co ich hdn cho phan mem nhitng lai gay ra tdc dung 
phu: Chi con ba tuan nda la den Ml, thdnh vien van 
khong the xac dinh la co can phat trien tinh nang mdi 
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thiet he khdng? Trong thiet ke cu co phai can loai bo vai 
tinh nang khdng? Cac thank vien khdng lam ro dittic 
cap do itu tien cua cac tinh nang nay, neu dung philting 
an thiet ke mdi thi ai se lam va lam vao luc nao. Thiet 
ke cu co le khdng ly tilting, nhilng do la nhan thtic 
chung ma kho khan lam chung tdi mdi co dittic, chang 
le nhif vay lai pha bo lap lai muc tieu mtii? Trong 
tritdng hop nay quan ly co duy tri nguyen tac trao quydn 
khdng (Nhat la khi cac tinh nang nay von la chit trilting 
cua ho), htin nita khdng thdy rang chung tdi dang bi 
phien nhieu? Cac van de khdng xac dinh nhil vay nhieu 
den noi khdng llet ke noi. Rat de thdy, nhilng van de 
nay lam chung tdi ngay cang xa rtii muc tieu Ml. 

Cil coi nhil lilting cting viec khdng tang , nhilng 
viec nang cao muc tieu nhil vay se gay ra tranh luan 
kick liet. Khi chung tdi thdo luan philting an thiet ke 
mdi, deu khdng nghi rang no dem. den nhieu van de nhil 
vay, nen da bat gidc tang them rat nhieu tinh nang, 
chang khac gi pha vti giao tide cua nhom. Dung vay, xet 
ve ky luat nhom thi chung toi rat dti, nhilng chung tdi 
cung phan tick triet de tilng tinh nang trong thiet ke 
mdi, nghien ctiu dnh hitting cua no dot vdi tilng ngittii 
hay tilng sit viec, va co dittic nhan thtic chung mdi, moi 
ngittii deu dong tinh cac tinh nang them vao deu rat 
quan trong, neu khdng co thiet ke nay thi san pham se 
thieu sot . Chung toi ket luan se hy sink cac tinh nang 
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thii yeu khac , sap xep lai nhan litc, co gang giam thieu 
nhitng anh hitting hat Itii den tien do. 

Bay giti, chung toi. dot dien vdi ket qua cua phitting 
an: Sau khi tranh luan va quyet dinh sit dung thiet ke 
m,di, chung toi trd lai hien thitc cua kehoach phat trien, 
chung toi da dat sai Ml, htin nita thtii gian cung rat 
dang sti, chung toi hop quan tri dit an va nhan vien bao 
dam chat htting cua ca cong ty, ddnh gid triet de ve hien 
trqng. Ket qua cua Ian thdo luan nay, cho thay moi sit 
viee trong phat trien phdn mem. d£u khong the hiet trittic 
dittic, nhitng van co the quan ly thich dang - toi rat 
thich diem nay. 

Tranh luan khong ngitng 

Co m.ot so ngittii cho rang, thitc ra chung toi co the 
hoi ndi long mot so ky vong cua Ml, theo thiet ke cu dat 
den muc Ml, tren cti sti khong anh hitting muc tieu da 
dinh , bat lam vdi tinh ndng. Dau sao day cung la cot 
mo'c dau, neu khong dat dittic ve y nghia thitc chat thi 
toi thieu cung lam dittic ve mat hinh thvtc. 

Y kien thd hai cho rang, rat kho biet dittic co dat 
den Ml khong , mdi bat dau da dat muc tieu cao nhit 
the, vay thi y nghia muc tieu Ml cung the giai thich 
theo nhieu kieu khac nhau. Tuy ve cti ban chung toi 
dong y can dat dittic Ml, nhitng thitc chat lai dung thiet 
ke mtii va pha vd giao itdc. 
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Y kien thit ba cho rang , do chung toi khong Lam 
kip thdi gian Ml nen lam- bita y ho cho rang do la do 
chung toi cho phep xuat hien qua nhieu chute nang thita 
trong mac. tieu Ml , bay gid lai muon che lap di. Chung 
toi da Ian lon y md ho y Ida doi ban than, tit cho rang 
nhom co ky ludt } tit cho rang trong ngoai dong nhat, 
nhitng thUc te chung toi thieu kha nang kiem soat tinh 
nang md khong dam thita nhan sg thitc khong the dat 
ditdc Ml. 

Sau cimg , co ngitdi chi ra rang „ chung toi khong 
he bi rac. roi (Seaturistis) y rac roi la khi cho them nhieu 
tinh nang khong co muc tieu ro, hdn nita lai la tmh 
nang nho , dong thdi khong lien quan den muc tieu sdn 
pham vd nhan thitc chung. Con cac tinh nang co them 
trong thiet ke mdi co chung toi lai la nen co trong sdn 
pham y chi dang tiec la cac tinh nang nay qua nho, dan 
den bi bo qua trong thiet ke cu. Nhitng neu ghep cac 
tinh nang nay lai se co anh hitdng rat tot cho sdn pham. 
Md hien nay phat hien ditdc. trong giai dnan phat trien 
Ml nen phdi tuyen bo syt keo ddi Ml. Con neu khong 
phat hien ra van de nay thi sdn pham van bi tri hodn. 

Cung nhit benh tat rat de xam nhap cd the khoe 
manh y rac roi tren co the gay thitdng ton cho nhom chita 
du manh - co le se trd thanh lac hau tren thi tritdng y 
hoac la nhom khong hieu ro ve ban than. Trong nhom 
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manh, khi tien do lac htiu se co cam giac bat an nhitng 
chi co nhiet huyet va niem tin Idn mdi co the tin vdo tam 
quan trong cua cac tinh nang mdi, va sau do se khac 
phuc ditdc kho khan . Mat khac, tinh bat dinh va ganh 
nang cbng vice qua nhieu, se lam suy giam he thong 
mien dich cua nhom, lam giao dong niem tin, ma khdng 
dam khdng dinh rot cube nhitng tinh nang mdi them 
nay co phdi dii trong tam khdng the thieu cua san 
pham. Neu luc nay thi tritdng hay khach hang cung 
thay doi, lam cho nhom tang them nhiiu tinh nang 
hoac dinh nghia lai san pham, cuoi ciing se dan den 
that bar 

Cac tinh nang mdi quyet dinh trong Ml, deu ditdc 
phan tich triet de, moi ngittii deu co nhan thtic chung, 
nguyen tang ganh nang cbng viec cho ly fitting nay, tat 
ca cac dong nghiep quan trong deu dong y ue cac tinh 
nang nay nen can phdi keo dai tien do. Nhitng neu 
khdng co tinh nang mdi, chung toi se khdng the thay doi 
thoi quen sit dung cua khach hang, cung mat di y nghia 
cua tinh nang mau mite. Do do, phdi dieu chinh tien do 
va nhan vien , nhitng ai cung dong tinh , phat triin cac 
tinh nang la quyet dinh dung dan. 

Ban chat Ml 

Kit Latin tren co y nghia dtic biet vdi Ml, chung toi 
goi kinh nghiem nay la ban chat Ml, de phan biet vdi 
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hanh vi nhom kieu berth that. Chung toi khong cho 
rang do la rdc rot, ui chung toi da phan tick cac tinh 
nang mdi mot each xdc thUc , triet de va khong tiec cong 
site, day chinh la khac biet Idn nhdt. Ngodi ra, phitdng 
an thiet ke nay , thitc sit co sita doi quan trong doi v&i 
nhiing khuyet diem cua thiet ke cu, ma nhiing dong gap 
nay con hetn han anh hitdng phu cho ky luat kem . 

Ve c(J ban chung toi dd hieu , Ml la. then cd loai bo 
nhiing van d£ nay, Ml cho chung toi phat hien nhiing 
cho ma khi thiet ke con met ho hay bo qua, nhiidc diem 
cua bang tien do, va tai tap trung nhan thde moi ngiidi., 
co khai mem rd rang hem ve muc tieu. Tii kinh nghiem 
nay, toi ket luan: Tii nay ve sau moi ngiidi deu rat chit y 
Ml, siia muc tieu Ml can phai co nhan thitc chung cua 
nhom , va thitc sii co the dat ditdc. 
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NGUYEN TfiC 39: QUA NNIEU C$T MOC SE 
KHONG NflM VUNG 

A handful of milestones is a handful 


Nhieu ngUdi cho r&ng, 6 tuan den ha thang la 
khoang each thdi gian ly tUdng gifia cac cot raoc. Neu 
nhdm cua ban nho (khoang 10 den 20 ngUdi) hay muc 
tieu ft co the dung kha nhieu cot moc vi ganh nang vUdt 
troi cua cot moc doi vdi nhom nho se rat ft. Ma neu 
nhom nho trai qua nhieu cot moc, se trudng thanh 
nhanh chong va tap trung difdc van hoa chung (Tham 
khao nguven tac 7), day la nhting ldi fch kem theo. 

NhUng theo each nhin nhan cua toi, so cot moc 
cua bat c(i nhom nao vUdt qua 7 deu la qua nhieu, toi 
thieu cung la hien tUdng bat thitdng. Vi thong thifdng, 
khong ai co the du doan dude ttfdng lai xa nhu vay. 
Kinh nghiem cua toi la 3 den 4 cot moc, vdi mot cot moc 
tung san pham ra, la con so ly tUdng nhat (Tham khao 
nguyen tac 18). 
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NGUYEN T£C 40: Il6l C$T MOC CAN CO TON 
CHi RIENG 

Every little milestone has a meaning (story) all its own 


Moi cot moc, du to hay nho, can co ly do thanh lap 
no. Van con nhd khi thao luan ve ban chat Ml. de cap 
den nhQng tranh luan kich liet trong noi bo nhom, 
chung toi mong muon dat dUdc tinh than thuc chat Ml. 
Ton chi cua cot moc la xay dung ly do cho no, co the rut 
gon bieu dat thanh mot hay hai cau, dong thdi mo ta y 
nghia dat dude cot mob doi vdi nhom. Xet ve ly luan, bat 
ch tranh luan nao ve cot moc co the quay ve ton chi cua 
no de tim dude giai dap. Ton chi cua cot moc co the mo 
ta ro rang muc tieu cua no, toi co y khbng goi la muc 
tieu cua cot moc vi ton chi cua cot mob nen bao gom 
dong thai giufa nhom va no, tinh thin nhom, va cac 
thong tin an chbta cua cot moc, cung chinh la bao gom y 
nghia toan dien cua no. Neu chi xet muc tieu Ml, da so" 
moi ngUdi deu khong co dong cd dat dUdc no, hay ngh! 
den thu lao cua no, muc tieu Ml la hang day thtfc ddn, 
la nhting cong viec ma chung toi phai lam (Tuy muc 
tieu cung co the sai, phan mem cua ai lai co the khong 
xac dinh chh). Mot td hoa ddn kho co the lam moi ngildi 
nhiet tinh hay chii y, de co the lam ra phan mem ly 
ttfdng. Moi ngUdi chi nguyen hy sinh cong hien cho mot 
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sil viec co y nghia, chi co ton chi cua cot moc mbi co the 
lam ho nguyen doc site luc, tam tri cua minh de doi 
dude ket qua nao do. 

Trong qua trinh phat tricn Visual C ++ , co tai ton 
chi cot moc kha tot, dang de tham khao. Trong cot moc 
dien hinh dau tien, chung toi thubng dat muc tieu tren 
"ly luan thtic an cho cho ” (dog fooding), y nghia la phai 
sU dung san pham phat trien dude mbi biet nen phat 
tricn tiep nhu the nao. Viec nay hat nguon tit ly luan 
tieu thu cua Teve Ballmen, dude Microsoft phat trien, 
cau danh ngon cua ong la: "Xudng thdc an cho cho can 
thu an thiic an do minh san xuat. Chi co tu triic tiep 
thu san phz£m cua minh, mbi co the hieu thuc su ve san 
pham cua minh lam ra". Doi vdi cong cu lap trinh nhu 
Visual C + *, khai niem nay rat quan trong, vi no dude 
viet ra bang chmh cong cu lap trinh cua no trong thbi 
ky d&u. Doi vbi nhom cua chung toi, y nghia cua viec 
triet de thuc hien ly luan thbc an cho cho la phien ban 
mbi nhat dinh phai co si tc san xuiit hon phien ban cu, 
cho du phien ban mbi van chua hoan thien hoac con loi. 
Trong co ve chung toi khong nhan manh ly luan thiic 
an cho cho nay: Ngubi quan ly khong phai ngay nao 
cung di kiem tra van phong xem moi ngUdi co dung thii 
phan mem do minh phat trien hay khong. Nhufng toan 
the thanh vien nhom deu nhan thdc ro tam quan trong 
cua ly luan do: Neu moi chudng trinh ket help deu thuc 
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hien diidc tinh th&n ly luan thiic an cho cho, san pham 
cua chung toi se ngay mot tot hdn. Sau do, thUdng 
xuyen sU dung phan mcm do minh phat trien, chung 
toi da tim ra tat ca loi va ty vet, she san xuat dude nang 
cao, va eung hieu ra viec nam vtfng hieu suat thiet ke. 



Ngddi thirdung phien ban m6i thifdng dirge Ida chon ky. 



Ngoai ra khi xay dung ton chi cho cot moc chung 
toi dac biet chu y "luc nao giao cai gi cho ai M . De bao ve 
danh du cho minh, khi giao phien ban ra deu rat c^n 
than, thong thiidng doi tUdng deu diTdc lua chon, vi giao 
nh^m thdi cd cho nh&m ngudi deu lam tang ganh nang 
virdt troi cho nhom. Do do, co the noi cot moc chlnh la 
chung toi chuan bi san ph&m trung gian trao cho mot 
so" khach hang thdi ky dhu thh sU dung . 

Do do, ton chi cot moc d&u tien cua chung toi la: 
’’Tat ca cac chifcfng trinh ket hcfp deu diTpfc nhom 
phat trien thd dung, dong thdi chuan bi san 
pham trung gian giao cho dcfn vi trong Microsoft 
dung thuf", Cach noi ddn gian la "thd an thifc an cho 
cho”. Cuoi cung, ton chi cot moc (Cot mob thii 3) co le la: 
"Cac tinh nang deu da hoan thanh, chuan hi chuyen 
cho mot so" khach hang ben ngoai dung thu". 
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Diem mau chot cua ton chi cot moc la: 

- Ton chi phai chi ra tinh thin cua cot moc. 


- Phan doan cot moc do co dat dufdc khong, xem 
ton chi cot moc co dutdc thiic hien hay khong. 

- Trudc khi bat dau cong viec, moi ngufdi deu hieu 
ro va chap nhan ton chi cua cot moc do. 


16-720 
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NGUYEN TtiC 41: Till KIEM CQT MOC XUflT 
HIEN TU NHIEN 

Look for the natural milestones 


Tuv rat kho co the ghi lai qua trinh phat trien 
phan mem mot each chmh xac theo thti tu thdi gian. 
nhdng co mot so' sU viec chac chan se phat sinh, co tac 
dung phan chia hoat dong phat trien, dude coi nhu cot 
moc xuat hien tu nhien. Hay chu y cai toi goi la cot mdc 
xuat hien ttf nhien, la chi "binh thtfdng" chh khong 
phai "hay gap”, binh thitdng co y nghia la ban than qua 
trinh phat trien khong co van de ldn. Ditdi day la 6 loai 
cot moc xuat hien tU nhien: 

1. Thiet ke san ph&m co xu hiidng on dinh. 

2. San pham trung gian dude dinh nghia ro rang. 

3. Nhom thuc sit hieu can ton bao nhieu thdi gian 
siic hie mdi hoan thanh diidc muc tieu (Thiidng phat 
sinh nhieu lan, nhat la khi tien do tut hau). 

4. Thiet ke san phim hi cat giam, hoac tang tai 
nguyen, hoac Id tien do, hoac ca ba cung xay ra. 

5. Ngitng hoat dong phat trien. 

G. San pham bade vao giai (loan loai loi hay on 

dinh. 
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Sau cot moc til nhien nay khong the chi xuat hien 
trong ca qua trinh phat trien, ma cung co the xuat hien 
trong mot cot moc. Phia sau chung ta se thao luan chi 
tiet, nhung moi ngadi hay chu y, hanh dong cua moi cot 
moc can tadng dong vcfi hanh dong cua tat ca cac cot 
moc cong lai, cung nhu vdi hanh dong cua ca ke hoach 
ky thuat. 

Hanh vi bieu hien trong timg cot moc cua mot 
nhom manh can dUdc dtf kicn, goi la mo hinh tu nhien 
cua cot moc, ngddi quan ly can coi trong va boi dudng. 
Neu mo hinh tu nhien cua cot moc khong xu&'t hien, 
eh ling to nhom co van de, ngUdi quan ly phai co hanh 
dong chcfa tri. Cho den nay, cac cot moc tu nhien ma toi 
quan sat dude co the quy nap thanh 6 loai, nhung cac 
sq viec co the duy tri lau dai kho co the dq doan dude. 
Dieu co the xac dinh dUdc la, sq viec trade ket thuc, sa 
viec sau phai xuat hien ngay, giuta cac sq viec trade sau 
co the lap lai hoac hau nha cung xay ra; Nhung sq viec 
nay co the lan ladt xuat hien hoac cung xuat hien, tuy 
vac quan he hoa hdp cua nhom, nhom hoa hdp manh, 
thong tin se truyen tai nhanh chdng, 6 su viec rat de 
cung xay ra. 
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COT MOC THU* NHAT: THIET KE CO XU HLfCJNG 
ON DINH 

Khi mdi bit diu, thiet ke san pham gom nhieu 
tinh nang la rat triTu tildng, la thti lam ngUdi. ta vha 
hung phan vda me hoac, hang phan ve each nghi hay 
sang tao cua ban than dadc thde hien, me hoac vi 
khong xac dinh dadc cuoi cung no thuoc mo thiic nao. 
Moi ngUdi (ke hoach ky thuat, nhan thtre chung da dadc 
hinh thanh trade cot moc) deu bieu thi cac tinh nang 
nay can dUdc hoan thanh, nhang khi thUc sd co van de, 
lai khong ai biet ai, lam gi va khi nao mdi hoan thanh 
cac tinh nang nay. Tinh trang nay dadc toi goi la "Trieu 
chting giac md phin mem" (The software dream 
syndrome). Trong giai doan thiet ke san pham, hien 
tadng chi tiet khong ro nay se khong ngitng xuit hien, 
cho den khi hinh thanh phan cong cong viec chi tiet mdi 
thoi. 

Co the ban nghe thay nhan vien phat trien noi: 
“Thing vay, dadng nhien chung ta can dua chtic nang 
footbar vao cot moc dau tien; Toi dang lam mo hinh sd 
ltfdc cho anh xem". 

Con nhan vien bao dam chat ludng co the noi: 
’’Tinh nang Widget can bat dau d cot moc 2, nhang toi 
khong biet de ai phat trien'\ 
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Theo truyen thong, hoac c6 the noi toi thieu trong 
cong ty co che do, deu co may tap tai lieu ve phat trien 
chudng trinh, bao gom dinh nghla quy each kho dii lieu, 
s 6 do logic cua chudng trinh, ...nhieu khong ke het. Tuy 
cac tai lieu nay co tac dung cu the hoa cac sU vice cbn 
lam cua chudng trinh, lam ro cac chi tiet, nhung do cac 
If do sau, toi phan doi mat thbi gian lam cac tai lieu 
sau: 

+ Trade khi thiet ke co xu hadng dn dinh phai lan 
lUdt siia doi, lam cho tai lieu dUdc lam lai, ket qua cap 
nhat tai lieu trd thanh mot loai dao dric hoac phu tung 
menh lenh chii khong phai nhu cau thUc te, 

+ Tac dung cua tai lieu la xae dinh moi si i viec 
trade khi bat dku cong viec phat trien, ket qua cung co 
the han che viec phat trien chudng trinh. Rat nhieu sU 
viec lien quan den phan mem deu d trong qua trinh 
phat trien mdi biet dude nen lam nhu the nao, hdn nfla 
luc nav mdi biet lam the nao la tod nhat, doi khi nhan 
vien phat trien co nhutng sang tao bat ngd, lam san 
phAm them dac s&c. Do do, neu loai bb cac bo phan 
chua biet trong phan mem, chang khac gi tuyen bo^ 
phan mem cham hot, khong co sU bat dau, 

Trong qua trinh phat trien ph&n mem, viec quan 
trong nhat khong phai lam nliUng gi ban da giao Udc, 
ma trong dieu kien thdi gian va tai nguyen co ban, dUa 
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ra liia chon thong minh nhat trong cac phiidng thilc co 
kha nang de co diidc ket qua tot nhat. 

Thiet ke san pham se diia vao cac: hinh thdc nhii 
email, dinh nghia quy each, mo hinh san pham, hop 
nhom de thao luan, lam cho bien dong co xu the on 
dinh, khi thiet ke san pham dkn diidc xac dinh, giai 
doan tiep theo co the chuan bi bat dau. Quan ly can chu 
y xem cac tranh luan da tan bien do nhan thde chung 
chiia, kiem tra xem cac tfnh nang da co trong thiet ke 
c:hiia, nhan thde cua moi ngufdi doi vdi thiet ke san 
pham co giong nhau, neu dap an deu la "Dung" thi co 
the bifoc vao giai doan sau, neu khong thiet ke san 
pham chiia diidc coi la chin muoi. 


COT MOC THIT HAI: SAN PHAM TRUNG GIAN 
DlTOC DINH NGHIA RO RANG 

Neu co the dung phtfdng thde ro rang, ddn gian va 
dang tin de bieu dat san pham trung gian ma khong co 
gi md ho, phde tap, thi co the noi "San ph&m trung gian 
diidc dinh nghia ro rang". Khi dii an chinh thde btfdc 
vao giai doan bat diu, hoac khi can kiem tra xem co dat 
diidc cot moc khong, chung ta can phai co dinh nghia ro 
rang: san phdm can co mo hinh nhur the nao, can hoan 
thanh cong viec gi, do ai phu trach, yeu c&u chat liidng 
den mdc do nao, tat ca deu phai co gia tri ii6c liidng ro 
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rang, tuy khong phai ro nhtf anh chup nhung toi thieu 
ro nhu tranh ve cua phai an ttfdng. 

Cung vdi viec xac lap thiet ke san pham, nhan 
vien bao dam chat liidng, phu trach du an, nhan vien 
phat trien va nhan vien tai lieu co the hdp thanh mot 
nhom nho, ttfng nhom nho se dam nhiem phat trien cu 
the hoa, mo ta ro hdn nhu cau va muc dich cua ho. Ho 
bat dau bo nhieu thdi gian thao luan va hoa hdp bdi ho 
co muc tieu va cong viec chung, ho cung quan tam mot 
sil viec, nhan thtfc ve thiet ke san pham cung ttfdng 
dong, the la cac cong viec chi tiet dan dan ttf hinh 
thanh trong long thanh vien nbam sap xcp cong vice 
theo trinh ttf thdi gian, ve ra ban nhap tien do. 

COT MOC THU* BA: NHOM THLTC Slf HIEU CAN 
TON BAO NHIEU THdl GIAN VA SlTC LLfC MOl 
HOAN THANH DU0C MUC TIEU 

Dtfring nhien, trtfdc khi hoan thanh cong viec phat 
trmn, ban khong the biet dtfdc thdi gian can thiet. Khi 
thiet ke san pham dtfdc dinh, san pham trung gian 
dtfdc dinh nghTa ro, thanh vien se co mot cam giac lac 
long: Thti nhat, be ngoai san pham khong dep nhtf 
ttfdng ttfdng; Thd hai, viec can lam thtfc te nhieu hdn so 
vdi ttfdng ttfdng; Thti ba, nhom phat hien ra mmh can 
nhieu tai nguyen hdn, it muc tieu hdn va nhieu thdi 
gian hdn. 
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Luc nay, du nhom co kinh nghiem phong phu nhtf 
the nao c!i nha, lanh dao co xuat chung the nao di ntia 
thi bau khong khi that vong van phang phat, do la mot 
cam nhan u uat va sa sut, gan nhu minh bi ha guc vay. 
Thtfc ra, do la hien tUdng tot, bieu thi thanh vien co 
nhan thiic hcfn ve sii that, sau nay se cam thay vo tif vi 

jy O p v 

hieu ro sU thtfc. Ao mong la bat dau cua trtfdng thanh, 
"Hoi chting giac md phln mem 1 ' tan hien. Trong mot 
nhom manh, nhan thiic ve stf thtfc se dan den mot cao 
trao hanh dong mdi, nhom cua chung toi goi do la M hpi 
nghi chien tranh" (War room meeting), chung toi lien 
tuc md cac cupc hop keo dai vai tieng nh^m kiem tra 
tinh hinh giai doan hien tai va nghien ctfu doi sach khi 
co van de. 



Trong nhom co mot bau khong khi that vgng, do la cam 
nhan u uat va sa sut, gan nhif minh bi ha guc vay. 



Trong ba cot moc ttf nhien trtfclc, stf viec quan 
trong nhat la: giai quyet ro rang nhtfng thd chtfa biet. 
Vay ma, khi stf viec sang to, cong viec thtfdng chi co 
nhieu chd khong it (Bo mat md ho thtfdng kha dep), 
thanh vien sd hai vi cac thong tin co dtfdc, nhtfng nhom 
manh so doi mat dtfdc vbi tinh hinh nay. tim each khae 
phuc sd hai. 
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COT MOC THU 1 TU*: THIET KE SAN PHAM BI 
CAT GIAM, HO AC TANG TAI NGUYEN, HOAC LOf 
TIEN DO HOAC CA BA CUNG XAY RA 

Trong giai doan nay, nhom fie ldi dung "Tam giac 
phan mem" (Tham khao nguyen tae 28) dc giai quyet 
xung dot gap phan Neu moi chuyen thuan ldi, luc nay 
vita van la mot trong bon phan diu cua ca dU an (hoac 
cot moi cua ai do). Chung ta co ly do de tin rang, cang 
la nhom manh, ha cot moi dau di cang nhanh, dong 
thdi co nhieu thdi gian giai quyet xung dot ma tam giac 
ph&n mem cho ho biet, hoac xay dung lai nhan thifc 
chung, day cung la luc phai sda doi mot chut ke hoach 
cot moc. Neu moi chuyen thuan ldi. tuy co the phai dieu 
chinh ky vong nao do ve cot moc: - co le phai bo vai tfnh 
nang, hay tang them chut tai nguyen, .... ton chi cot 
moc can duy tri bat bien. 

Trifdc khi dat den cot moc, khong ai dam bao ban 
dat den dung han. 

Trong luc nay mot nhom manh se the hien site bat 
va kha nang phan dng, de co the dat dude yeu cau cua 
cot moc nay. Ban khong muon cot moc bi keo dai, do la 
bien phap cuoi cung; ban cung khong muon tai nguyen 
bi yeu cau tang vo ban. Luc nay, dieu duy nhat ban 
muon thay la hang dong giao u6c hinh t ha nil giua cac 
thanh vien, boi dudng dUdc hieu suat giai quyet van de, 
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chudn bi tot de bieu hien mo hinh hanh vi cot moc xuat 
sac nhat. 


COT ’ MOC THLT NAM: NGl/NG HOAT DONG 
PHAT TRIEN 

Vao mot diem thdi gian nao do, cac boat dong viet 
chudng trinh deu dting lai, cung la liic ket thiic phat 
trien cac tinh nang, luc nay phai ngan cam moi sUa doi 
de phan mem bade vao giai doan hoan thanh va on 
dinh. Sau khi hoan thanh cong viec phat trien se khong 
can viet hay sUa chifdng trinh niia, nghe co ve hdi thiia 
Icii, nhung can phai dac biet chi ra cot. moc nay. vi nhu 
cdu thdi gian du kien co the khong dung, cot moc nay 
tuong diidng can cti de tinh thdi gian tieu hao. Cdn phai 
nhd rdng phan mcm khong can hoat dong phat trien 
nao nQa mdi coi nhu dat den cot moc nay. 


COT MOC THLT SAU: SAN PHAM BlfCfC VAO 
GIAI DOAN LOAI LOI HAY ON DINH 

Neu ban co the tinh ra "kha nang stfa loi tinh" 
(Net. bag fix capacity), ttic la "ty le phat hien loi'’, tna 
gia tri nay la dudng thi ban co the tinh dupe cot moc 
thii 6 cdn bao nhieu thdi gian. Hdn nda, tren kinh 
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nghiem l&n nay, ddi v6i cac dtf an tUdng tti sau nay, co 
the giam ty le phat hien loi, va co tinh chinh xac cao 
hdn cho phan mem. Luc nay ban phai tim dude giai dap 
cho cac van de sau: Co bao nhieu loi, bao lau mdi xoa 
hot loi, bao nhieu ma chtfdng trinh phai tai kiem 
nghiem. 

Khi thao luan chi tiet cac van de nay thi cung la 
luc ban da tiep can doan cuoi cot moc, cac loi phat hien 
difdc deu bi xoa. Ban se biet each sd dung phiidng phap 
danh gia d£mg cap loi (Bug triage) de giai quyet van de, 
ddn gian hdn phudng thtic thay la siia. 
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NGUYEN TtiC 42: NEC! TRU$T, HAY DOING 
LEN 

When you slip, don’t fall 


Tien do tut hau? Ditng c6 lo, chua phai ngay tan 
cung cua the gidi, cung nhu cam mao vay, lam ngudi ta 
kho chiu, nhUng lai bieu thi cd the dang td chOa benh. 

Xet tii goc do khac, tien do tut hau lam nhom tinh 
lai tit trong ao mong, bat dau doi mat vdi hien thuc. 
Cung nhu mot loai tinh ngq, mot tarn tu "Bay gib thi toi 
da hieu ( \ Khi tit trong giac m 6 tinh lai, ban se nghi: 
"Dude. toi da tinh, vita roi toi da nhu the nao? Ba thang 
qua me muoi den noi khong phat hien ra sai l&m ro 
rang nay - keo dai thanh trang thai? Cuoi cung thi toi 
cung tirth". 


Neu coi tien do tut hau keo la van de dao $(Sc t moi ngUdi se 
ttm moi each tranh doi mat. 



Ba thang sau, co le la ba tuan sau, ban lai phat 
hien ra sU keo dai ro ret, ban lai nghi: M Lan nay toi da 
tinh roi. Bay gid thi toi da hieu M . Moi lan tinh giac deu 
lam ban bude vao the gidi Tl thuc'\ nhung co ngay ban 
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tinb lai tuf the gidi "thiic" nay, sc phat hien ’’Thiic' 1 Vila 
roi van chiia thiic hoan toan. 

Ban co the coi khong ngijfng tinh giac nhil qua 
trinh triidng thanh. Dudng nhien, moi Ikn tinh giac deu 
cho ban nhieu kien thde va kinh nghiem hdn, giup ban 
cang tiep can thiic te, lam phong phu nhan sinh cua 
ban. Bo dem tinh ngo nay bat dau til D cua du an mdi, 
moi lan tinh giac them 1. neu ban co diidc N kinh 
nghiem tinh giac, ban se bat dau bo dem tinh ngo td N. 

Bat cut del an nao deu gap phai tien dp tut hau 
hay tinb giac, nhilng mot so" tinh giac khong di kem 
tien do tut hau, dieu nay co the co nhilng hdi nguy 
hiem va cung khong phai la chuycn tot. Dildi day la 
nbufng quan niem dung dan khi tien do lac hau: 

- Tien do tut hau khong lien quan den dao diic, 
hay ghi nb6! Day khong phai la that bai hay lam sai, 
dang bi phat, day la dieu khong the tranh khoi trong 
qua trinh sang tao tai san tri tuc. Tuyet doi khong nen 
co cam giac pham loi dao dtic hay trach nhiem liidng 
tam, va cung yeu cau nhom cua ban nghi nhii vay. Bdi 
trach nhiem sd nhat la bi trach cii, ho co the do do ma 
bi ap lilc tinh thin, khi thao luan thildng khong di 
dung chu de, thap thorn lo au gnia pham loi va khat 
vong vinh quang, ket qua la muon co het stic loai bo ap 
liic nay, suy nghi lung tung, vi v&y ma tieu hao het sdc 
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luc. Do do, tuyet doi khong dc ai do lien tUdng van dc 
dao dric doi vdi tien do tut hau, cho rang day la viec 
khong nen hoac khong dung. 

- Khong dude che giau sU that. Khi gap xung dot 
hay nguy hiem, ai cung mong r£ng khong c6 chuyen 
nay va c6 xu hUdng ne tranh khi tien do tut hau, ban va 
thanh vien deu khong muon noi ve no, nhung luc nay 
can khac phuc thien tfnh nay. phat huy kha nang lanh 
dao sieu viet cua ban, thay doi sU viec. Khong nen tron 
vao phong cua ban ma lam bam: "Toi khong dam xem, 
tien do da keo dai, ...khong, toi khong nghi lai co 
chuyen nhu vay... Hay dung cam bade ra doi mat vdi 
van de, hay dep lui van de chef khong phai king tranh 
no. 


- Bien luc can thanh hau thuan, Idi dung tien do 
tut hau de khdi phat hieu auat. Nhan thde ve tien do 
tut hau la mot loai tinh ngo, thanh vien lai phan chan 
tinh than, co thong tin mdi nhat, nhin nhan mdi nhat, 
sang tao va kha nang tUdng tUdng cung co the thay doi, 
lanh dao phai biet dua luong sinh khi mdi den ndi hdu 
hieu nhat. khong phai ban khoan ve nhung trdi buoc 
truven thong, tien do tut hau la cd hoi tot nhat de kiem 
tra sue bat cua nhom. 

Tien do tut hau khong phai la van de, sd hai tien 
dp tut hau mdi la van de. Tien do tut hau khong co 
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nghia la do kho cua san pham qua 16n khong the phat 
trien. Nhitng neu tien do da hi tut hau ma khong hay 
biet, co nghia la thanh vien khong suy nghi, khong 
quan sat, khong thao luan. co the noi luc nay to chute da 
doing ben bd viic. 

Riet each dung sit keo dai, se la luc nhan ra nang 
life lanh dao cua ban, day la luc thanh vien yeu duoi 
nhat va can ban nhat, luc nay ho rat de tiep nhan ldi 
ban noi. kha nang hoc cua ho cung manh nhat. Neu 
ban ngoi trong phong quat thao, ban se mat di cd hoi 
thu phuc long thanh vien. Ran c&n phai noi: ’’Tien do 
tut hau roi, chung ta hay xem xem van de xuat phat tit 
dau?... Chieu nay 5 gid tai phong hop chung ta se kiem 
diem tung chi tiet, nhat dinh phai giai quyet van de. 
Khi thanh vien hieu rang ban khong muon tim each 
giai quyet van de. ho se vui ve thao luan, moi ngcfdi 
cung nhau nghien cilu van de, tim each kh&c phuc tren 
moi goc do. "Tien do tut hau"" ngUdc lai trd thanh kinh 
nghiem tritdng thanh eho moi ngitdi. 

TIEN DO TUT HAU 

Da dat ttii cot mac chila? Thitc ra van de nay rat 
kho co tieu chuan can do hoan toan khdeh quan . Do 
thiet ke san pham co the thay dot, ma ban than chat 
Lilting lai vo hinh, do do ngay den hat cot mac. cung co 
the thay dot, vi vay co dat dittic cot mdc hay khong lai 
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trd thanh phan doan cua con ngt/di: khi cang ngay cang 
it phai quay lai sita loi, dat ditdc ton chi cua cot moc , 
thanh vien deu muon thit site d cot moc tiep theo thi ban 
co the tuyen bo cot moc thanh cbng. Ditdng nhien , luc 
nay rat kho quyet dinh. Dot vdi van de nay , toi chi co 
the lay mot vi du phan dien de noi ro quan niem nay, 
toi chi co thb lay mot vi du phan dien de noi ro quan 
niem nay: Chang hqn ban hoi ditdng, moi ngiteti tra Vdi: 
Anh di thdng, neu thay cai thdp nhon titc la da di qua 
roiNeu ban da den gan cot moc , nhitng hoqt dong 
phat trien van dang ditdc tien hetnh thi co nghia la ban 
da vitdt roi. La Idnh dao, ban phai luon nam ditdc moi 
trang that cua phan mem , can phai biei lam gi trong 
titng giai doan, va nen ditng cac hoqt dong nao. 

Da co Ian , chung toi tiep can Ml nhitng moi cbng 
viec deu roi tung ten, chung toi chi con hai tuan, tinh 
hinh phan mem van rat dd: So loi qua nhieu , tuy ty le 
loi cua moi lap trinh vien dbu d trong pham vi hdp ly, 
nhitng tong soldi cao den dang sd, tinh trang soldi tang 
len moi ngay cho thay phan mem con lau mdi dat den 
on dinh. 

Chung toi danh phai tich hdp hang ngay (Tham 
khao nguyen tdc 32) s tuy hdn mot nita chitdng chinh kei 
hdp thanh cong, nhitng van con vdi chitdng trinh khong 
ditdc s trong co ve bien dich va noi ditdc nhitng khong the 
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ket htip. Van de nay da can trd Idn den cong viec phia 
sau: kiem thit va phdn tick met chitting trinh. Khi mot 
van de chi dinh dittic tim ra mot each kho khan de giai 
quyet, thitting mat tdi thie’u mot ngay (Hay ghi nhti, vdo 
giai doan cua cot moc , mot ngay co the tieu hao 10% tdi 
nguyen). 

Thanh vien va lanh dao khong cam thay cang 
thang ; khi tiep can cot moc , thanh vien deu hiet minh 
da cdhei si2c nhting khong hieu sao chdng thay co chut 
site litc nao , tinh than cot moc hau nhit khong con thay 
nita . 


Tren thitc te, nguyen nhan chinh cua van de nay 
(Cung la tinh trang thitting gap) la do ket hap khong 
hai hod. Khi dita mot chitting trinh vdo, se thay doi mot 
chitting trinh khac } ket qua chitting trinh khac lai phat 
sinh van de. Nhom A dita vdo chitting trinh chung cua 
nhom B, nhom A da sita va kiem tra chitting trinh cua 
minh nhitng le ra nhom B ho trti phien ban thit N, ho 
lai sita thanh phien ban thit N+l, tuy sita doi rat it 
nhitng lai dong luon phdn cua nhom A, nhom B cho 
rang khong anh hitting den chitting trinh cua nhom A 
nen khong noi cho ho biet , ket qua chitting trinh cua 
nhom A khong ket htip dittic, vi le ra no phoi htip vdi 
phien ban N cua nhom B , ai ngd nhom B lai dita vdo 
chitting trinh vdi phien ban N+l. 


17-720 
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Nguai Idnh dqo co can ngan chan trtidng 
hop nay? 

Hau het phu track dit an khi gap tritdng hop nay, 
phan ting dau tien la hank dong bo ctiu - thank lap 
nhom dqc biet de tiep quan van de. Nhting lam nhti uay 
se dan den mot so van de: Nghiem trong nhat la cai gia 
cho hanh dong nay rat coo, tuy lam nhti vqy thank vien 
se chu y den trang thai phan mem va sit nguy hiem * toi 
coi hoat dong nay la "Tieu diem manh n - ban dung 
quyen cua ngitdi lank dao de giup thdnh vien di dung 
hitdng. Phitdng phap canh dnh nay khong nen dung 
thitctng xuyen , neu khong nhom se quen y lai vao lank 
dqo . 

Neu tinh trang tut hau thitdng xuyen xay ra thi 
rat nguy hiem . Tien do lac hau trd thdnh chuyen binh 
thitctng, luc nay sit dung uy quyen cua ngitdi Idnh dqo 
nang cao cam giac chiu rui ro cho nhom, nhting phitdng 
phap nay chi thick hdp khi tinh than sa sut, luc nay 
nhom can dtidc kick thick , chink la hoat dong "Tieu 
diem manh” trong cung mot thdi gian cho nhom nho 
lam vai dit an (thtibng la hai), nhting muc tieu cua cac 
dti an khong lien quan vdi nhau. 

Khi trien khai "Tieu diem manh ", dii nhom manh 
cung it nhieu cam thdy Idnh dao "Phan trao quyen”, do 
do moi viec khong thuqn Idi deu coi nhti cua Idnh dqo, 
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coi bien phap nay la khong coi trong quyet dink cua 
nhom. Tam ly phong ngita tang , tdm tit bat dau bat on, 
tham chi co ngitdi bat dau cau gian. Du lanh dao xudt 
sac nhdt khi sit dung ''Tieu diem manh” deu gap phai 
mot giai doan phan doi. Giao due khong theo y nguyen 
cua doi phitetng, tuy co the lam ditdc nhitng rat gian 
kho. 

Bong thdi, ban phai lam each mang v&i tdm ly 
phan doi cua nhdn vien phdt trien xudt sac nhat> co the 
hod hdp vdi ho khong de , ma ho con trite tiep coi ban 
nhit ke ngo'c (Tham khao nguyen tac 4). Mat khac , ban 
cung co the phan doan nham vi mite do tinh than sa 
sut, luc nay se rac roi hetn , nhom manh se bat lai, neu 
ban khang khang khong nhan sai se lam mat sit ton 
trong ua chan thanh cua ho doi vdi ban , neu khong thi 
sit kieu ngao lam ban di cang xa hetn; Con neu nhom 
khong manh nhit vay, ho khong dam phan doi ban , luc 
do ban se di vao ditdng that baL 

Khi ban quyet dinh sit dung ”Tieu diem manK\ 
cac cau chuyen ke tren deu la gia thanh va nguy hiem 
cua ban. Gia thanh cd dinh cua ban toi thieu la vdi 
rtgay lam viec (khoang mot tuanX ma ban can phai nam 
ditac site tap trung cua thanh vien , duy tri hitng thu cua 
ho , cho ho thay la ban lam that, de ho noi that cam 
nhan tdm ly cua ho, cho ho lam chut edng viec thuc te. 
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Thdi gian can thiet cho giai doan khdi dau nay tuy theo 
do l&n cua nhom , mong muon hod hdp va nang litc cua 
nhom . 

Bay gib chung ta quay ve cdc bitdc khi tiep can cot 
moc dau den , lank dao yeu cau nhom co nhan thiic to 
nhii the nao? Lam gi de lam ditdc nhit vay? Sau do se co 
nhutng hanh dong gi ? 

Trong tritbng hap cua chung tdi 3 can cho nhom 
nhan ro Ml dang duoi sat, hdn niia neu khong qua cita 
ai Ml thi se khong thehoan thank san pham; Chung toi 
rung mong muon de nhom luyen tap lam phan mem 
"hoan chink ddi tung ra'\ lam xong giao hang; Sau 
ciing; chung toi mong nhom trai qua hau qua dang sd 
do hdp tdc nhom chita chin muoi dem lai, tit do hoc 
ditdc rang moi ngitdi trong chung toi deu co track 
nhiem nhit nhau, cung nhii track nhiem tong hdp - do 
chink la dat den cot moc ML 

Trong tritdng hdp cua chung toi, bien phdp "Tieu 
diem mqnh" khong thick hdp, do van de cua nhom 
khong phai la y chi sa sut, ma lai phdt hien khi thay 
vein de dd xay ra, nhom bat lai rat dit doL 

Vay phai lam gi? 

Rat ro rang; chung toi khong the rot het dau tit 
vdo Ml, chung toi biet nhdt dinh khong de van de keo 
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dai . /freu xau do khong the tick hap phan mem 
dang lan rong } bieu hien la ty he loi qua cao. Gong tac 
dita chitting trinh vao cang can than , can phai kiem tra 
ky xem co anh hitting den cac chitting trinh khac khong , 
dieu do cung co nghla la to'c do giam rat nhieu . So loi 
van rat cao , sit a doi dexoa loi van gay ra nhtCng van de 
nhit 6 phien ban tritde. Khi tinh trang khong the Tich 
hop phan mem keo dai qua lau, se lam cho cang nhieu 
chitting trinh phai ket htip vao phien ban cu t ket qua la 
viec ket htip trti nen vo vong. Chung tdi rat quan tram 
den tinh trang nay , cam nhan rui ro cua thank vien 
luon ty le nghich vdi tien do cong viec. 

Htip tac nhom co tac dung anh hitting titting ho. 
De hoan thank cong viec chink the , ban phai chia thank 
cong viec cue bo. Co the cho ba hoqc boh ngittii hop 
thank mot nhom nho , anh hitting cua cac nhom nho se 
lan ra toan bo nhom , ngitdc lai, that bai cua nhom cung 
lan rong, gay ton hai cho phan mem. Luc nay trong tarn 
cua ban dat vao nhom nho co van de, dieu nay con tot 
htin la muon chlnh don ca nhom ma ket qua thu dittic 
chita chac ra sao. 

Sau mot dot chan doan va thti chita tri , cuol cung 
quyet dinh: Tritdc khi chita thank cong tich htip hang 
ngay, nghiem cam diia cac chitting trinh vao. Co ba 
nguyen nhan chink ep chung tdi khong lam khong dittic: 
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Thit nhat, khong co dong tdc dita phdn mem vao hai 
hod, lam nhieu nhom nho khac bi dnh hitbng , cuoi cimg 
moi ngitbi khong biet phdi Idm the nao; Thi2 hai , kinh 
nghiem cua nhom phu trach ket hap khong dii, vi nhiem 
vu ket cau mbi ditqc chuyen tit phong phdt triin sang 
phong bdo dam chat htOng; Thit ba, luon co mot nhom 
khong qua dittic xet nghiem , Id nguon gay ra cac van de ' 

Tot roi, cac trieu chdng tren cho chung ta biet cai 
gi? Trang thai tdm ly cua nhom rot cuoc co van di gi? 

Xem xem nhom co van de gi? 

Trong giai doan dau toi da dita ra ly luan nay: tit 
phdn mem co the nhin ra trang thai tdm ly cua khach. 
Nhitng bay gib sit viec khong con nhit vay nita roi , 
nhom co ve khong the phdt huy hieu ndng cong viec can 
co. Luc nay ban phdi hoi ban than, nhitng hanh vi nay 
cua nhom co 16 ra thong tin gi khong? 

Tritdc het , chung ta xem cac van de ma phdn mem 
khong the ket hctp dittfc, dong tdc dita chitctng trinh vao 
khong hai hod cho thay nhom thieu nhan thitc co tinh 
chink the: Givta cac nhom nho khong trao doi vbi nhau. 
Muc tieu phdt trien vd viet chitctng trinh hang ngdy deu 
thuoc trong nhom , dong tdc phdt trien chitctng trinh 
giita cac nhom khong nhip nhang. Moi nhom nho deu 
dang tien ve muc tieu Ml, nhitng thanh qua cong viec 
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cua ho khong the ket htip thanh san phdm. Cong hien 
cua mot so thanh vien cd biet deu rat tot nhilng ben 
ngoai nhom thi khong ai biet. 

Van de thxl hai Id kinh nghiem cua nhom ket hap 
khong du. Nhan vien dam bao chat lilting chila lam bao 
gid, trudc day deu la nhan vien phdt trien kha tot phu 
trdch. Nhitng nhan vien nay cd du nang lilc giai quyet 
cdc van de that bai trong ket htip , do do ho da quen vtii 
cdc ky vong qua cao ve ket htip. Ho cung nhii 'Cho giil 
ctia" nam giil mau chot ket htip , giai quyet bat cd van de 
gi , tham chi chi dan cdc kien thilc la ky thuqt phdt trien 
chitting trinh. Con nhan vien dam bao chat lilting mdi 
bat tay vao lam , khong the quan tarn chi tiei den phdn 
mem nhit vay , khong co nang lilc ky thuat de giai quyet 
cdc van de that bai trong ket htip , dong thtii day cung 
khong phai trdch nhiem cua ho. Mat khac , nhan vien 
bao dam chat lilting dang thil hod nhap vao van hod 
nhom, triltic day nhan vien phdt trien la l&n nhat f 
nhilng trong nhom bat dau xay ditng vai tro va mo hinh 
lam viec cho nhan vien dam bao chat lilting, mdi dau 
nhan vien dam bao chat lilting khong the yeu cau kien 
quyet nhan vien phdt trien phai sda phdn mem den mite 
nao . 

Do do, nhan vien phdt trien cam thay that vong vi 
cong viec kem cua cua nhom ket htip , vd hinh chung 
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nhan vien phat trien thay nhom ket hdp chi la nhiing 
ngiicti dot, ho da quen diia vao cac cao thu thdm men 
sita chUa chiidng trinh cho mink, nhiing lap trinh vien 
thiet ke chiidng trinh nay da bi lam hong > ho khong 
quan tam den quan he giiia chiidng trinh thiet ke vdi 
chink the] cung khong nhan thiic rang chiictng trinh cua 
minh phai ket hdp vdi cac chiictng trinh khac mdi diidc, 
ai cung cho rang minh chi quan tam den phdn mem cua 
minh, ket hdp co thank hay khong khong phai viec cua 
toi. Hien nay nhom ket hdp khong con di xoa loi cho moi 
ngiicti, moi ngdy deu co chiidng trinh chat liidng cao la 
track nhiem cua moi nhan vien phat trien. Cong viec 
cua ho la ket hdp chiidng trinh tot thanh phdn memi 
chat liidng cao , bdo ve cac chiidng trinh diikien va gidm 
sat doc thuc nhan vien phat trien sita chiia phdn mem 
cua minh . Tritdc day nhan vien phat trien khong tinh 
nguyen lam cac nhiem vu nay, phdn itng cua ho khi ket 
hdp that bat la: ’’Horn nay nhom ket hdp khong lam tot”. 
Nhiing bay gid quan niem cua ho la ’ Chiidng trinh hom 
nay khong tot nen khong the ket hdp”. 

Van de thit ba Id, luon co nhom khong lam diidc, 
phdn mem cua ho khong the ket hdp hay on dink, luon 
khong dat yeu cdu kiem tra . Dieu nay khong co gi bat 
ngd, phdn chiidng trinh luon bi bo qua, khong co du 
nhan vien bdo dam chat liidng, phu track dii an khong 
ddu tit gi them, co le do ket hdp that bai moi ngdy ma 
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gay ra bat cong. Thitc ra chitdng trinh nay rat quan 
trong doi odi phan mem , chi co dieu khong hieii tqi sao 
no luon bi coi la cap 2. The la chiing toi phan chia Lai 
tai nguyen, tim du ngitdi, co nang luc dethi/c hien can 
phai boi dap sit coi thitbng va dai ngo khac biet trong 
qua khit. Tit trang thdi tdm ly va ban chat san pham f 
deu co the nhin ro tritdc day chiing toi han che mot so 
chitling trinh nhit the nao. 

Tom lai, nhom khong hai hod, track nhiem phan 
chia khong ro rang , hdn nita khong co track nhiem 
titdng ho cho doi phitdng hay track nhiem chung ve 
phan mem , ngitdi quan ly cung phan chia tai nguyen 
khong thick hop. Sau khi chan doan ro rang , thu lai 
bien phap sai "Tieu diem manh'\ bat dau hank dong 
chita tri dung dan. 

Cho thanh vien hoc each phoi hop Ian nhau 

Rat ro rang , do nhom thieu nhan thitc ve nhiem 
vu chung , giita cac nhom nho vita khong trao doi vita 
khong no litc cho muc tieu chung, do do chung toi phai 
sit dung hieu itng lan trong cong viec nhom. Noi each 
khac, neu ban giai quyet van de d mot cho ndo do thi 
cung titetng ditang giai quyet van de cho cd nhom . Phu 
track dU an la nha lank dao va nhan vat trung tdm , 
anh ta phai co hinh titdng quan ly tot, phu track tim 
kiem tai nguyen , bdo ve nhom , dan ddt nhom di den 
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thanh cong, dong thdi anh ta cung la tritdng thitc thi, 
trong con mat ngitdi khac anh ta titdng ditdng v&i tong 
qudt cua phan mem, sit viec cua moi ngitdi cung la sit 
viec cua anh ta. 

Phu track dit an hay cap tren co yeu cau nhom 
phai duy tri sit hod hdp trong mot mite do nao do, cung 
co the dung phitdng phap khuyen khich deco hieu qua 
hod hop tot hdn. Nhitng neu vita bat dau nhom da dot 
ky vong vao sit hod hdp chink the hieu qua, mong muon 
do qua Idn, kha nang that bai rat cao: Vi sit viec trong 
nhom qua nhieu, quan he giita cac thanh vien rat phitc 
tap hdn se cang phitc tap khi quy mo nhom tang len. 
Cach lam kha hay Id, de vai phu track dit an ban ve 
tinh trang cong viec, muc tieu, hy vong va kehoach ky 
thuat ddi hay ngan han cua ho. Cach hod hdp d thit bac 
cao, so ngit'di it, khong che giau tuy kho khan, nhitng 
khdng phai khong lam ditdc . Sau do de phu track dit an 
di duy tri sit hod hdp trong nhom nho cua mink . 
Phitdng thvtc nay giup nhom co the nhanh chong , tit 
nhien xdy ditng ditdc sit hod hdp chink the, tuy ban 
khdng the ra lenh hay tao ditng hod hdp cho nhom 
nhitng ban co the boi ditdng, co the dan dau. 

Tuy co rat nhieu quan tri dit an, moi ngitdi phu 
track mot link vitc khac nhau cua san pham , nhitng 
trong do co chuyen mon va chtic quyen cua ba ngitdi co 
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the tong hap toan cue: Mot ngiibi tre nhat, nhitng kinh 
nghiem phong phu, da nhieu Ian lanh dao cong viec 
tung san phdm ra; Hai ngiibi khac co ve Ibn tuoi , tuy 
chita dam nhan trong track nhit vay nhitng cung thuoc 
dang xudt sac. Hod help cua ha ngiibi rat kem, mot 
trong nhitng nguyen nhan la ngiibi tre nhat khdng dan 
dat hai ngiibi kia de ho tien bo. 

Con co cac nguyen nhan khac nhit ha phu trach 
dU an nay trite thuoc cac cap lanh dao khac nhau. Hctn 
nita y trong giai doan dau ra, cac quan tri dit an chita 
nam ditac vai tro can dam nhiem cua minh, ho co xu 
hitdng tuy bien , xem xem ngiibi dam nhan cong viec nay 
triibc day lam gi thi bay gib ho lam theo la ditdc , hoac 
ho cho rang co mot so viec da dtidc nhitng ngiibi di triibc 
lam het rdi, minh khdng can phai ban tdm . Van de nay 
phan anh trong viec Tich hap phan mem hang ngay, 
chung toi phai phan tich cac van de that bqi trong ket 
hdp va moi quan he giba ba ngiibi , di sau tim hieu mol 
quan he. giba hai van de tren . 

Dun day track nhiem 

Nguyen nhan hay gay ket hdp that bqi la khi dlia 
chiidng trinh vao , cac phien ban khdng hai hod , ket qua 
tao ra hieu bug ddy chuyen cang kho ket hdp , nguyen 
nhan nba la phitdng trinh diia vao chita hoan toan chac 
chan la khdng co loi. Phu trach db dn ditdng nhien 
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khong the khong biet nhom dang sita chitdng trinh gi, 
phu track dit an (hay tot thieu nhan vien dam bao ky 
thuqt) can giti chitdng trinh chita thitc sit hoan chink 
cho nhan vien phat trie'n sita chita, va theo doi do sita. 
Chat litdug chitdng trinh tritdc khi dita vao chita du'ctc 
coi trong va nam vitng , khi chitctng trinh khong can 
than dita vao ket hap, hoac ky luat phat trien chitctng 
trinh khong ditdc tuan thu, suy nghl bat dau tan mat va 
dun day track nhiem: "deu la do nhom ket hdp lam 
khong tot". 

Dun day track nhiem la hien titdng that bai trong 
hdp tac nhom, nhat la trong moi tritdng cam giac track 
nhiem qua thap , hieulam se de gay hau qua. Nhitng 
ngitdi hay nhom co tieu chuan dao diic cao se bi ton 
thitdng trong dun day track nhiem. Day la phan itng 
phong ve xau, chi can co ngitdi bi track mdng, minh thi 
khong sao, trong trite giac moi ngitdi deu muon tim "ke 
chet thay" de chitng minh minh khong co van de gi, ma 
khong hieu rang tinh trang tong the dang dc hod (Do 
khong phai la loi cua toil). Dim day track nhiem la tim 
each dita ban than thoat khdi van de chung, coi van de 
ddn gian hdn. 

Do chinh la mot trong nhitng thoi quen xau 
nguyen thuy, khong tritdng thanh cua con ngitdi, nhitng 
co tac dung cai thien trang thdi tarn ly cua moi ngitdi 
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trong thtii gian ngan. Do la ly do tai sao hien tilting dim 
day rat phobien, va thitting co trong nhom hap tac ngan 
han. Nhitng, dim day khong phai la phiiting phdp lau 
dai, tac dung ngan han khong thilc sit htiu ich , nhxing 
ngiltii thong minh hay tU tin diu khong muon dung 
hien phdp nay , chi nhitng ngiltii tre tuoi va sti ton 
thitting m&i lam nhil vay. 

Dang buon, dim day tac track la thoi quen xa'u, no 
co the lan rong, cho den khi hieu nang cong viec cua 
moi ngitcfi sa sut den mile khong ai chiu dittic nita mdi 
thoi. Da so ngiltii bi hai deu cam thay minh bi vti nam 
cd dua y dp litc tam ly se lam ho co tam ly phong ve l&n 
htin va hanh vi tra dua. Muc dich cua dim day tac 
track tron tranh van de kiem diem } de mat cac van de 
ton tai , tim ngiteti gdnh tranh nhiem cho minh . Hau 
qua se ngdy cang nghiem trong nhil bang tan , lan til 
nhom nho den ngilcti quan ly, roi sau ciing la don chi til 
doi ucti to chile. 

Tinh pha hoqi cua dim day tac trach co the chia 
thanh hai tang\ Tinh hinh bi chi trick va coi thilitng 
lam ho tim moi each de hdo ve minh, hoqc tim each day 
track nhiem di, hoac tim ngiltii lank trach nhiem thay 
minh. Dii trildc day hieu nang cong viec co tot den ddu 
thi cung nhanh chong bi sa sut . Mot khi ngiltii thil hai 
(Ngildi bi day track nhiem) cung doi mat vdi noi lo bi 
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chi inch, se xuat hien hqu qua xau cho to chvtc: Thii 
nhat, do day track nhiem cho ngi/di khac dl dang nhit 
vay, nen cac van de thitc sjX se khdng ditqc nghien citu 
va giai quyet , hdn nUa can ban khdng c6 at chu y, hq 
dang ban tim each day track nhiem di, ket qua lam 
tang nhanh can benh dun day, an mon dan hieu nang 
lam vice cua nhom. Do do, chi can co mot ngitcfi vd 
track nhiem la se khdi dong vong tudn hoan dun day 
track nhiem. 

Thu! hai, hau qua co tinh pha hoai edng them 
nghiem trqng vi noi bo da track nhiem cho nhau , moi 
quan he dong nghiep bi pha hong, dan den sit can thiep 
cua cap tren . Ket qua phan doan thitdng khdng lam cho 
moi ngitcti thoa man , do do kho co the tim ra phitdng 
phap thick hop de giai quyet, lam mat tin nhiem giiia 
moi ngitdi, do trung thuc giam sut. 

Bat cti lank dqo nao deu can co nhan thitc chink 
xac ve tinh hinh dim day tac track, vi do la benh tam ly 
cua nhom , de ‘lay lan \ lam ton thitdng nghiem trong 
den hieu nang cong viec, Idu ddi se lam ton thitctng cd 
nhom. 

Trong tritdng hop cua chung toi, phu track diX an 
can co track nhiem xay ditng muc tieu rd rang cho 
nhom ket hap, xay ditng ky vong cua cd nhom ddi vdi 
nhom ket htfp: Bay gid khdng con nhdn vien phat trien 
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cao cap si/a chitong trinh cho moi ngitdi nita , thank 
cong ket hop phan mem la track nhiem cua moi nhan 
vien phat trien, ma track nhiem cua nhom ket hop la 
trd lai cac chitong trinh khong dat, va ho trO nhan vien 
phat trien tim ra cac van de ma khong the ket hop. 

Cuoi ciing, de hieu van de nay, chung toi danh 
phai keo ddi Ml vai ngay hay mot tuan. Keo ddi han la 
dieu kho tranh ditOc, nhitng miiOn viec keo ddi de cho 
cac thank vien hieu ro nhom cua chung toi that ra rat 
yeu, dii thdi ky dau da giao Ode, dii quan ly tin titang 
thanh vien va khong co bien phap manh nao; de cho 
viec keo ddi htu lai bai hoc kho quen trong long cac 
thanh vien. Bay gib, chung tdi phai co hanh dong ngan 
chan, chung toi cho ditng moi dong tac phat trien cho 
den khi ket hop thanh cong mbi thoL Han nita, chi 
chitong trinh ditOc thvtc sit kiem tra mbi ditOc phep dila 
vao. 

The la chung toi cho cac nhan vien phat trien 
hieu, cong viec cua ho quan trong nhit the nao, neu co 
bat ky loi nao diu co the anh hitbng den viec ket hop 
phan mem, do do tritbc khi dita vao phai dam bao hoan 
toan khong co sai sot gi. Sau do chung toi cit them 
ngttbi cho chitang trinh de co the sita chita nhanh 
chong , khdng con anh hitbng den viec ket hop . 
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PhtfOng thitc hod hop vd hieu qua 

Phitdng thitc hod hop sit viec cung nhit dm thi sit 
vice do. Mot doan email khong noi ten viec gi quart 
trong, cung it ngitbi chu y den no; Con hop trite tiep lai 
la phitctng thitc hod hop manh nhat, bieu thi sit viec 
ditoc ban bac rat quan trong , hoqc co nghia la khong 
the giai quyet chi dita vao nhom ngitcti chung toi vd cap 
tren ma can co sit dieu chinh. 

Cac van de dita chit&ng trinh vdo phdn mem ditcJc 
thao luan trong cuoc hop dac biet (Special war room 
meeting). Theo van hod cua Microsoft , cuoc hop dac biet 
khong giong cac cuoc hop khac la chi thong bao , nhitng 
ngitbi can thiet den du la ditdc , cuoc hop dac biet co 
nghia: Thit nhat , lien quan den tung san pham ra; Thit 
hai y toi thieu mot giam doc tham dit ; Thit ba , chu de 
thao luan rat quan trong, dong thdi phai co nhan thitc 
chung; Thit tit, tuy khong co quy dink ve hinh thitc; tot 
nhat la co du phu track cac nhom nho tham gia, vi 
quyet sack lien quan den nhieu van de. Thong thitbng 
giam doc dit an cao nhat trieu tap vd chu tri cuoc hop 
nay, nhitng ede lanh dao khac cung co the trieu tap cuoc 
hop dac biet. 

* 

Can chu y la cuoc hop dac biet khac hdn vdi cuoc 
hop truyen dat menh lenh, neu giam doc dtf an noi 
chung toi can lam gi, phai nhit the nao, sau do moi 
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ngitdi se lam nhit vay. Tuy cung thao luan, nhitng cd 
ban la trong pham vi cho phep cua ngitdi chu trL Con 
truyen dat menh lenh, se khong co cho cho thao luan, 
thdo luan chi cd tdc dung hieu ro hdn ve quyet sdch. 
Neu trong cuoc hop co ngitdi thong minh hdn, hieu van 
de hem ngitdi ra quyet sdch , hoac co bien phap hay hem, 
anh ta se cam thay buon chan, nhitng ngitdi khac khong 
ditctc dung bien phap hay hdn nen cam thay that vong. 
Con trong cuoc hop dac biet, cac quyet sdch dita ra sau 
thdo luan thitdng la nhitng quyet sdch thong minh, khi 
thitc hien cung rat co hieu qua. Thong thitdng co ngitdi 
phat hien van de Idn , dong thdi suy nghi ky , hoi y kien 
chuyen gia, co ditdc nhitng phitcmg hit&ng hanh dong sd 
bo, trong cuoc hop de nghi moi ngitdi dita ra each nghi 
cua minh. Nhitng ngitdi tham dit da co hieu biet nhat 
dinh ve van di nay tritdc khi hop, tham chi da suy nghi 
hitdng giai quyet, neu van de do chita ditdc nhac den thi 
co the tit dita ra ban bac . 

Trong nhitng cuoc hop nay, cac y kien hay kien 
nghi dita ra deu da ditdc suy nghi ky, cac phitcmg hitdng 
sd bo se ditdc bo sung, sita doi, nhan thitc chung ditdc 
hinh thanh trong qua trinh nay. Neu ai co y kien thi 
can cho ho hieu ro them, sau do khi moi ngitdi co chung 
y nghi ve van de, se dong tdm giai quyet. 


18 - 720 
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NGCIYEN TfiC 43: KHONG Stffl KY HflN CUOI 
CUNG CHi Vi TIEN O0 TUT HflU 

Don’t trade a bad date for an equally bad date 


Sau nay khi nghi hifu, toi rat muon nghien chu ra 
cong thutc so' hoc ve tien do tut hau. Hien nay toi co the 
kh&ng dinh, tien do tut hau dau tien thudng nghiem 
trong nhat, sau do do tich luy kinh nghiem ma ban 
nam tien do tot hdn, vi vay khi lan diu tien bi tut hau, 
ban phai kien nhan. 

Mdc do tien do tut hau ty le thuan vdi tmh bat 
dinh cua ke hoach. Cung nhu ban gid mot cuon sach goi 
la cuon sach tUdng lai, ban khong the dtf lieu tuong lai 
se ra sao trit khi ban tien tdi thdi diem do; Ciing vdi 
thdi gian, cac van de chtfa xac dinh deu trcf thanh dtfdc 
biet, do do tmh b&'t dinh cua ke hoach ngay cang giam, 
tien do trd nen de nam bat. Ve ly luan, mtic do tien do 
tut hau ttfdng dtfdng vdi do bat dinh cua ke hoach, 
khong phai nhu so hoc giam ve khong nhtfng khong 
bang khong, do do neu mtfc do bat dinh la 0, se khong 
the co tut hau. 

Toi tin rang c&n phai co each tmh sau: Dung true 
thdi gian (X) va bat dinh (Y), cho hai gia tri bat ky ve 
tien do bat dinh, se co dtfdc ngay hoan thanh dtf an. Toi 
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tin vao each tinh nay, vi lan nao toi cung dung no, tuy 
toi khdng the difa ra cong thde chinh xac hoac chting 
minh. Nhiing ban hay md to mat chu y, tien do tut h&u 
ma ban trai qua co phai ngay mot nhe hdn, neu vay la 
tot, neu khdng ban dang xa din muc tieu. 


Trudc khi ban biet diroc luc n£o minh co the hoan thanh, ban 
co thl phai trai qua nhufng Ian tut hau. 



Nhitng, khong dUdc thay doi thdi han cuoi ciing de 
giam bdt tien do tut hau, neu lam khong tinh toan ban 
se bi mat het. Thdng thudng, trude khi ban biet dude 
luc nao minh co the hoan thanh, ban co the biet rang 
dii an da keo dai, luc nay cac thanh vien trong nhom 
hay ca cong ty, ke ca phong vien bao chi (neu ho biet 
dude) deu co the hoi ban: “Neu ai ciing biet rang khong 
the tranh khoi keo dai tien do, vdy tai sao khdng dich 
chuyen ky han cuoi cung?” Du co nhieu ap lUc ep ban 
phai gia han, thi ngky dao ban chinh thtic win la ngay 
cuoi ciing cua du an, neu tuy tien thay doi, cac thanh 
vien se cho rang thdi han trUdc day dude dat khdng 
thoa dang, lam moi ngUdi dao dong. Ngay dao han cua 
du an khdng phai khdng sUa dude, nhiing khdng nen 
siia chi vi tien do khdng dat. 
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Khi tien do tut hau, bien phap dang sd nhat la 
keo dai thdi han cuoi ciing, Dieu do chang khac gi mang 
mot viec ban lam sai (Tien do tut hau) tiep tuc vac di 
(Tien do co the tut hau mot lan ntia); Phddng phap nay 
trong co ve ddn gian (Chung ta khong can phai nghi 
den no), nhung lai rat au trL Luc nay van de ma ban 
can lam la suy nghi xem cai gi dan den tien do tut hau, 

Tuy thong tin ban biet bay gid phong phu hdn rat 
nhieu so vcfi khi thiet lap ky han trong giai doan dk u, 
nhung van chUa du de ban quyet dinh lich trinh mdi. 
NgUdc lai, muon noi ro trong trUdng hdp nao co the dat 
lai ky ban la v&'n de rat kho. Nguyen t&c thong thuhng 
kha tot la, trit phi ban da biet cac chudng trinh ket hdp 
gay tut hau den mufc nao, con thieu nhQng noi dung gi, 
da thuc stf tim ra nguyen nhan tut hau va dang khac 
phuc v&n de, neu khong thi tuyet doi khong ducic srla 
doi ngay han cuoi cung. Dudng nhien de lam dude nhu 
vay, cdn co sU hdp tac cua ca nhom, lanh dao chlnh xac 
ra ky han (toi dinh nghien ctiu sau khi nghi hUu), ban 
khong the tinh ra ky han chinh xac. Ban can dat muc 
tieu tren cot moc gan nhat mot each thiet thuc, dong 
thdi chuan bi tam ly, dudng di sau nay con nhieu nhan 
to' b&t dinh. 

Tran trong thdi gian cua ban, sif dung hdp ly de 
tim ra nguyen nhan tut hau chti khong tlnh xem nen 
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keo d&i bao lau, ban khong the do mat thdi gian giai 
quyet van dema lam Id cang nhieu thdi gian, ngitdc lai, 
ban se lam nhom phat trien ngay cang on dinh, s6m dat 
den muc tieu. 
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NGUYEN TfiC 44: L0 CQT M6C NflY. NHCfNG 
PHfll D6T OUQC C0T MOC SflCJ 

After a slip, hit the next milestone, no matter what 


Chung ta cin biet r&ng, moi l^n bi keo dai la mot 
lan long tin cua ban va ca nhom bi giam sut, do do khi 
Id mot cot moc, each bo ctiu tot nhat la bang moi each 
khong de Id cot moc tiep theo. Nhom phai cdu vdt lai 
long tin cua minh va giao Udc v6i ly tUdng, vi vay y 
nghia hoan thanh dung ban cua nhiem vu t6i rat ldn, 
nhom can xay dung lai long tin cua minh. 

Ban biet dUdc tien do tut hau nghiem trong den 
the nao, cung biet dude nguyen nhan tao thanh, ban 
biet each giai quyet van de, sau do xay dung cot moc 
tiep theo kha gan va co the tfnh loan dUdc, lan nay 
khong dUdc de Id, sau do thong bao thong tin nay. Neu 
lich trinh cua ban la ba tu£n tdi khong lam gi thi that 
khong kip. Y cua toi la ban phai xay dung cot moc co 
the hoan thanh, du cot moc nay khong co noi dung gi 
dac biet, va bat buoc phai dat dUdc muc tieu, dong tac 
nay phai kien quyet co stic mdi dUdc. 

Tuyet doi khong de Id l&n nffa, vi nhom can mUdn 
cd hoi nay de xay dung lai long tin. Dat den cot moc 
dung han, muc tieu thanh cong, se co vu tinh than ca 


278 



nhom, tr&n diy silc song, tin tUcJng minh c6 kha nang 
dat dtfdc lich trinh. Tam ttf nay rat quan trqng, neu 
nhom tin rang minh dat difdc cot moc, ho se co gang het 
site minh, do cung nhtf phiTdng thric lam viec can co cua 
con ngtfdi. 
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NGUYEN T#C 45: COI TgT HflU Lfl CO H0I 
HOC TflP 

A good slip is a net positive 

Coi tien do tut hau nhu kinh nghiem hoc tap: Ban 
da tiTng khong hieu v£n de, bay gib hi§u roi, liic do la cd 
hoi tot nhat de phan tlch, suy nghi. Nhutng tam dac hoc 
diidc luc nay la sau sac nhat, co le r&t kho dung tti ngdt 
mieu ta. Neu ban dung an tUdng cting nhac de xem xet 
tien do tut hau, coi do la viec xau, thi thuc te cua tien 
do tut hau khong lam cho tien bo ma trd thanh sU viec 
dang sd hay phat sinh cua ban. 

Tuy co rat nhieu nhan to bat dinh gay ra tien do 
tut hau, nhung viec keo dai da phat sinh va nhieu khi 
con coi nhu hien tUdng thong thudng. Co rat nhieu cong 
viec phat trien phan mem ve ban chat rat co tinh thuc 
nghiem; He dieuhanh mcji, ky thuat mdi,... lam cho moi 
dU an deu day tinh bat dinh. 

Viec keo dai tuy khong tranh khoi, nhung de 
tranh phat trien thanh noi hoa ldn, ban phai biet do 
ludng cac nhan to gay tut hau. Tinh hinh ly tUdng nhat 
la, ban da biet hdn mot nhan to bat dinh, va cho nhan 
vien biet ban than tien do can co nhflng rui ro nay, cho 
ho thay each danh gia anh hudng cua cac nhan to nay 
doi vdi tien do, each tinh thdi gian ma rui ro ton tai, 
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nang luc dU tinh nay la kien thtic va ky thu&t cua 
nhom, rat hiJu ich trong tUdng Lai. Dong thdi ban phai 
biet each phan doan xem moi ngudi co dang lam "dung 
khong", nguyen nhan thudng co cua tien do tut hau la, 
moi ngUdi ton nhieu thdi gian nghien ciiu tinh nang 
ben ngoai hoac phat sinh, thuc te no khong co tac dung 
doi vdi thong tin trong tam cua san pham. 

Neu tut hau chi la dot nhien xuat hien, dieu do co 
nghia la con dubng hoa hdp khong thong suot, ban phai 
tang nang luc hoa hdp khong thong suot, ban phai tang 
nang luc hoa hdp cho nhom, cung c&p hang loat thong 
tin cho cac thanh vien de ho linh hoi van de mot each 
cu the ma chan thuc, tut hau boc 16 ra diem yeu cua 
nhom, nhung cung la cd hoi de loai bo cac yeu diem 
nay. Ban phai chac chan rang vai tro cua moi ngUdi deu 
dUdc chi bao. 

Tut hau cung la cd hoi tot de danh gia tUdng lai 
tUdng dudng vdi muc tieu gi, can co nhiing tai nguyen 
nao, tinh nang san pham can co sau nay se dUdc lua 
chon mot each thiet thuc, cac tinh nang bat ldi cho hieu 
nang cua nhom se khong dUdc dufa vao muc tieu, tac 
dung tUdng ho griia tai nguyen va tinh n&ng cung co 
the dUdc tinh toan chinh xac. 

Tom lai. co the lam cho nhom hoc dUdc tir tut hau 
chac chan se la viec tot. 
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NGUYEN T$C 46: NHlN CflY THflY RCfNG 

See the forest 


Neu dU an co 6 mdu , trong do moi mdu da hoan 
thanh dtfdc 90%, vay co nghia la ban dat ditdc 45%. Moi 
mdu dat 90% xem nhu la thanh tich kha tot, nhung 
khong dUdc coi nhu ca dU an dat dude 90% bdi chung 
khong lien quan vdi nhau. Ban phai "nhin cay mdi thay 
rting". Neu bat ky mot mau nao co ty le hoan thanh la 
0, thi ty le hoan thanh cua ca d U an cung La 0. 

Dung phudng phap so" hoc nay de tfnh toan ty le 
hoan thanh cua ca du an la rat chinh xac, vi moi bo 
phan deu co tmh quan trong tUdng dUdng trong san 
pham, gia su nhom dude phan chia deu cong viec thi 
bat ky mot bo phan nao that bai cung la that bai cua ca 
nhom. 

Dieu dang chu y la, khong co the nam chac 100% 
bat c it sit viec nao, neu co thi rat de gay ra hau qua 
"kieu tat bai". Anh hung hom nay co the that cd 16 van 
vao ngay mai, toi luon kinh ngac ve su trUdt doc khong 
phanh cua cac ngoi sao noi tieng. Ban phai cho thanh 
vien hieu rang gianh dUdc danh du khong d§. nhitng lai 
de vd. Nhom phai luon nghiem khac vdi ban than, 
khong dude tuy tien coi thtfdng ngUdi khac, khong kieu 
cang ngao man, khong de noi lo trong long danh thang 
ban than. 
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NGUYEN T#C 47: TNE Gltfl THAT 001, BAN 
CONG PHfll ThflY OOI THEO 

The world changes, so should you 


Cong viec phat trien ph&n mem thanh cong co 
mot dac tmh rat quan trong, do la co the dita ra quyet 
sach dung dan trong hang loat thong tin hang ngay. 
Ban khong can qua cau ne vao ke hoach hay tien do, do 
la s \i that nhan tao, khong tranh khoi co luc khong 
that. Thay doi la me cua cd hoi, neu ban khong sit dung 
linh hoat cac kien thtic hoc trong trUdng, ban se mat di 
nhieu cd hoi, rat kho thfch ring vdi moi trridng dang 
thay doi chong mat, ban se hi thay doi hay cd hoi bien 
thanh can trd, phien nhilu cho ke hoach hay tien do, 
chri khong phai la cd hoi bien doi day tiem luc. 

Phat trien phan mem cung nhu the hriu cd khong 
ngring thay doi, thong thudng mot kho khan ldn cung 
co nghla la mong muon lam ra ph&n mem tot cua 
nhom. Trtfdc khi co phan ring trtfc giac, trudc khi muon 
giai quyet van de, hay bo chut thdi gian tim hieu cac cd 
hoi phfa sau trang thai tam ly nay, thri dua nang laJc 
vao dung htfcJng. Ban than van de co the bieu dat r&t 
nhieu y nghia, ban phai v&n dung kba nang quan sat. 
tudng tudng va giac quan thri sau de quyet dinh lam gi 
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de thong suob qua trinh phat trien phan mem. Luon ghi 
nhd ban la tam diem lanh dao moi ngadi, cung tien 
hanh cong viec co tinh sang tao. Neu tinh da doan cang 
cao, co nghia la tinh sang tao cang thap, do do can dam 
bao stic bat cho moi sti viec. 

Ditdng nhien, ban khong mong muon thay doi de 
dang, bat cti thay doi nao deu khong lam ban xa rdi 
phudng hadng, thay doi qua ldn lam moi ngtidi khong 
theo kip. Stic bat khong co nghla la tuy tien, stic bat la 
tinh thfch ting, la bien doi ta nhien; Con tuy tien la 
thay doi dot ngot, hon loan khong lien quan. Neu the 
gidi ben ngoai khong thay doi, thay doi tuy bien mot 
chtic nang co the dem lai dieu tot, nhung duy tri 
nguyen hien trang se an toan hdn. Chi chap nhan thay 
doi khi co the tang hieu nang chmh the, muc dich thay 
doi la lam cong viec cua nhom trd nen tot hdn, chti 
khong phai daa vao cang nhieu phtic tap. 

Chung ta vi du the nay vay, co mot ngay, ban 
muon tang them mot cot mob, can phai co ly do rd rang 
de lam nhti the nay, nhting co nhting dau vet xac dinh 
do la hating phat trien trade mat, luc nay tang cot moc 
co the tang rui ro tut h&u, nhung cung tang cd hoi sau 
khi dtia san pham ra. Toi daa ra ly do nay la vi gan day 
nhom cua chung toi thtidng xuyen gap phai kho khan 
tadng ta, tuy chung toi thudng xuyen gap phai cac kho 
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khan tUdng tu, tuy chung toi luon tu hao vi co the tung 
san phim ra dung han, nhung thay doi cua moi trUdng 
lam chung toi ngay cang nhan thay cin phai tao ra sU 
khac biet, can co dot pha nen da dua mot cot mo 'c mdi 
vao ke hoach cu de tao ra mot so dac biet. Moi du an 
deu nhu tre m6i sinh, moi du an deu doc dao, ban can 
thuan theo tfnh chat doc dao cua du an de dua ra cot 
moc thlch hdp, va ho trd day du, diing ngon ngot cua no 
de bieu dat, chh khong nhu banh gato cat thanh hinh 
ban muon. 



Tuy ban muon lam mot so thay doi, ban chifa chac co dung 
khi thUc hien. 



Phan mem ldn se chi co mot tU tUdng trung tam, 
con viec thUc hien chat ludng den mhc do nao, con tuy 
thuoc ngudi lanh dao co the din dit nhom boa hdp vao 
hang loat cac thay doi nho nhung quan trong. Neu ban 
co the nhan ra nhiing thay doi co y nghia doi vdi du an 
tit trong hon loan, va din dat nhom thich ting, dUa 
chung vao tinh than nhom, sau nay trong san pham se 
bieu hien cac thay doi nay, bay ra trUcfc mat khach 
hang. 

Chong lai thay doi la sach ludc sai lim, ban phai 
tim ra nhiing thay doi khong the chong lai hoac co ldi 
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cho san pham, bao ve va thich dng vdi nhting thay doi 
do. cuoi cung chung se dem lai cho ban rat nhieu thu 
hoach. Day la con diidng kho, ban cin co y chi sat thep 
vi ban phai dtfa vao sU nhin xa trong rong cua minh, 
nhting gi ban thay ngUdi khac chUa chac da thiy, co the 
ban rat co ddn, nhieu dem bi nghi ngd day vo ma khong 
ngii dUdc. Tuy ban rit muon lam mot so" thay doi, 
nhung chUa chac da co du dung khi thUc hien, ban 
giong nhu dang thach thtfc ky vong cua moi ngUdi, hdn 
niia cam giac cua ban cung vi the ma bi dao dong, ban 
khong dam khang dinh nhung thay doi do la tot. Ban co 
the se doi mat vdi mot chon lua kho khan, bi giay vo 
gitita thay doi va khong thay doi, 

NhUng du thay doi co lUc can the nao, chi can la 
nhting thay doi bit buoc, ban phai loai bo moi kho khan 
de tiep nhan no, neu khong ban se bi no thieu huy. 

Doi vdi toi, thUc ra chi cin viet duclc nhung y 
nghia nhu vay da lam toi cam thay kinh ngac sd hai, 
nhung do thuc sU la nhting kinh nghiem linh hoi dude 
trong qua trinh phat trien phin mem. 
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PART 


PHAN 3 
GIAI DOAN 
HOAN THANH 




Doi vdi nhom phat then phan mem, khong co gi 
co the lam moi ngUdi hang phan bang viec san pham 
chuln bi tung ra. Da so" cho rang sau khi san pham trai 
qua giai doan nay, co the noi la ra ddi, nhung toi van co 
khuynh hudng chia thdi ky nay thanh 3 giai doan: kich 
hoat, di chuyen va hoan thanh. Ba giai doan nho nay 
khong co ranh gidi ro ret, cung co phan chong len nhau, 
nhtfng trong diem cong viec cua chung khac nhau ma 
nhom phat trien nao cung phai lan ladt trai qua mdi co 
the tung ra san pham. Phadng thtic phan biet ba giai 
doan nay cua moi ngadi cung co the khong giong nhau, 
nhang doi vdi ca qua trinh trong san pham ra, ai cung 
co each nhin va cam thu giong nhau. 


TUNG SAN PHAM RA: RICH HOAT 

Rich hoat la mot qua trinh dai ma tiem tien, cung 
nhU edn dau trade khi sinh ncl. Luc nay nhom bit dau 
cac cong viec chuan bi phiic tap cho viec tung san pham 
ra, chlng khac gi trade khi de san phu phai t&p hit thd, 
cac chiic nang cd the cung phai co chuan bi thong 
thadng doi vdi thdi diem sinh. Vao thdi diem tung san 
phlm ra, ca nhom phai t&p trung tinh than va site ltfc 
de no thuan ldi ra ddi, thtfc te la thdi diem cang thing 
ma dau kho. 

Gia si chung ta co 4 hoac 5 cot moc, dai khai den 
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M3 san pham da dtfdc birth thanh, dat den M3 chinh la 
°kiem tra mo phong" lan thui nhat tung san pham ra. 
Cot moc thii tii hay thu 11 am sau do, cung nhan manh 
luyen tap trade khi dita san pham ra, khong chi ban 
than san pham ngay cang tiep can hinh mau, viec dat 
den cot moc cung giong vdi viec diia san pham ra. 

Thong thiidng diem bao diu tien bade van giai 
doan kich hoat la, mot so thanh vien phai suy nghi can 
than bat d£u lo lang: "Chung ta thile sii lam dt_fdc 
khong?". Dieu nay khong co nghia la nhom sd rang 
minh khong lam diidc, ma la mot so ngiicri bit dau suy 
nghi hang loat viec phai lam. hoac nhting kho khan 
dang den gan, nghi den nhieu cong viec phtic tap can 
phai lam, cam thay tram mdi td vo, khong bict the nao 
nidi tot, nhat la khi so ngUdi suy nghi con it. Diin dan, 
lo lang tham chi kinh ngac lan dan ra ca nhom, co le 
lanh dao cung 16 ra nhtifng tam tU nhii vav d ndi eong 
khai. Khi ca nhom co tam tU cang thang nay, lanh dao 
lai thd dai nhe nhom. vi luc nay ai nay dcu cung quan 
tam mot van dc, tung san ph6m ra la y nguyen manh 
me cua moi ngUdi, ai cung co cam giac dong long, cam 
giac no hie chung cho mot san pham ldn, cam giac trai 
qua bao kho khan phat trien cuoi cimg da co ket qua. 



Co mot so thanh vien hoai nghi, lanh dao da qua lac quan. 



19 - 720 
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Bay gid, viec lanh dao can lam la co vu moi ngddi, 
rot them nhiet tinh va t \i tin, co mot so' thanh vien cho 
ring lanh dao da vui qua sdm, nhung da so moi ngufdi 
deu dUdc khuyen khich, hieu rang nhtog lo ltog luc 
nay la binh thifdng, la phan tog tu nhien co the chap 
nhan dude, va la ap hie phai trai qua trong qua trinh 
xay dung san ph£m trf tue. 

Hieu suat lam viec cua nhom trong giai doan kich 
hoat cung dat den trang thai cao nhat, vi xu the da 
dinh, khong can phai ban bac. Luc nay tam ly nhom co 
vai dac diem sau: 

- The Idn dd dinh: Tmh nang san pham, vai tro 
moi ngUdi trong nhom hau nhu da hoan toan dinh hinh. 
Nhtog do du ban dau da dude loai bo, ganh nang cong 
viec gito. cac thanh vien rat deu, khung san pham da 
xac dinh va co xu hudng chin muoi, ke hoach kiem thii 
dang dude tien hanh, da co dai cUdng tai lieu, bay gid 
dang viet chi tiet. Luc nay khong co tranh luan, hay 
nghi ngd, ai cung biet san ph^m se ra ddi, nhtog viec 
con lai cung rat r5 rang, chi can di lam la dUdc. Cong 
viec phat trien kho khan cung qua di, luc nay nhanh 
chong hoan thanh la quan trong nhat. 

- Niem tin chung: Ai cung co mem tin chung, 
chung ta sap hoan thanh san ph&m, den thdi gian la 
dUa san ph£m ra. Nhtog Ida chon kho khan da qua di, 
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moi ngudi chi chu y vao trang thai san pham trtfdc mdt. 
thdi ky trd san cua san pham co nghia la moi tranh 
luan da ket thuc. Neu van con nghi ngd hay tranh luan 
(den bay gid van chita giai quyet) thi chi con each gae 
lai, se ban den trong phien ban tiep theo, neu khong se 
khong bao gid bet. Luc n«ky neu van co ngtfdi nghi ngd 
nghiem trong ve d \i an, san ph^rn se khong bao gid vao 
dude thdi ky trd san. 

- Ai cung ro rang: Ai cung rd minh nen lam gi, 
cung rd nhom c£n lam gi mdi co the lam san pham tung 
ra. Bay gid da khong con viec gi bat dinh. Do vay, chi 
cin tiep tuc lam cong viec cua minh la dude. Keo dai 
hoac lo lang bi keo dai chi ddn thuan lien quan den 
cong viec cua ban than, khong con lien quan den cong 
viec cua ngiidi khac. Cac hien tddng tam ly nhii lo lang, 
bat an gid da dtfdc loai bo. Toi thtfdng goi giai doan nay 
la “Bang ke cong viec", moi nhom nho deu \kn litdt hoan 
thanh va danh d&"u, khi lam het cong viec tren bang ke, 
san pham hoan thanh va ditdc dita ra. 

Lanh dao cao nhat cua nhom phat trien phai la 
linh tien phong, dan dat trang thai tam ly can co khi 
vao giai doan nay, dong thdi tin ttfdng moi giao tfdc mdi 
co the dtfa moi ngudi vao thdi ky c&ng thang nay. Nhan 
thtic ve cac chi tiet cung ngay mot ro rang, cung co doi 
chut rui ro hon loan tren bude di, nhung luc nay dieu 
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quan trong nhat la clin dat mqi ngUdi tap trung vao 
viec tung san phim ra. cac cong viec khong lien quan 
deu difdc loai bo. moi thanh vien deu muon dua san 
pham ra, nhin thay ket tinh thanh qua vdi cong hien 
kho khan cua minh, lanh dao can hudng khat vong vao 
viec diia san pham ra, chuyen hoa thanh cong viec dua 
san pham ra. 


TUNG SAN PHAM RA: CHUYEN TIEP 

Trong giai doan nav, ve thdi gian co the vUdt hdn 
mot cot moc tuy theo nhu cau cua tinh chat san pham 
va viec dua san pham ra. Ve cd ban, day chinh la giai 
doan dan dan on dinh cua san pham tii luc phat trien 
den hoan thanh. Cong viec phat trien van tien hanh, 
cho den cot moc cuoi cung mdi thoi. Neu trong tam cong 
viec phat trien la tang them chtic nang, rat kho cung 
luc mong muon san pham on dinh. tu nhien se anh 
hUrtng nghiem trong den viec dUa san phim ra; do cung 
luc tim kiem tang trUdng va on dinh rat hao phi sue 
luc, hoat dong phat trien chu yeu luc nay la loai loi, cac 
tinh nang chua hoan thanh dude deu can gac lai. Muon 
gac lai cac tinh nang, se khong tranh khoi viec xuat 
hien tarn ly bat an cua thanh vien, do do trade khi 
quyet dinh can phan tich can than. 
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Neu chung ta coi dila san phfim ra nhu mot difdng 
gap khuc lien tuc trong toan hoc, han se thay khi san 
pham ngay cang chin muoi, nhan luc can thiet cang it, 
san pham difa ra se tien vao giai doan hoan thanh (lat 
sau chung ta se thao luan ky). Bay gid, giai doan di 
chuyen chuan hi ket thuc, con khi tien vao giai doan 
hoan thanh thdi ky dau se co nhting dau hieu sau: 

- Suv nghi cua thanh vien cang bao thu va can 
than, de tranh sa ldy. 

- Dong tac dua chUdng trinh vao rat than trong, 
thUdng thanh lap mot nhom nho chuyen can tam thdi, 
kiem tra moi dong tac difa vao, nham ngan ngifa nhiing 
anh herein g bat ldi co pham vi ldn. 

- Trong diem cong viec la tang toe dp thiic thi va 
cai thien giao dien ngtfdi dung, danh bong san pham, 
dem lai an titdng tot, 

- Hoan thanh cong viec trang tri, tien den la tang 
tinh on clink cho san pham nh£m dat dude tieu chuan 
tung san pham ra, cac cong viec phat tricn da ket thuc, 
cong vice loai loi cung gAn ket thuc. 


DU*A SAN PHAM RA: HOAN THANH 

Trong ba giai doan dua san pham ra, trong tam 
cong viec thay doi, tam ly thay doi ttr thdi ky chu£tn bi 
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den trd san, san pham dan on dinh, cho den giai doan 
hoan thanh dua san pham ra, chi con mot cot moc nda. 
Ve khai niem, cong viec cua giai doan nay kha don 
thuin, chi la bang liet ke cong viec, khi cac cong viec 
liet ke dan dtfdc hoan thanh, san ph&m de dude dua ra. 
Bang ke cong viec co may tram muc, th&m chi hang 
ngan muc thi cung chi la mot bang ke, rat nhieu nhtfng 
khong kho, ban khong co thdi gian nghi hoac lam cac 
cong viec ben ngoai bang ke, ai cung chu tam vao cac 
viec can lam cua minh. Cung co the phat sinh mot so 
tinh huong lam phai bo 'sung them mot so muc vao 
bang ke, sau mot tran phan doi nhom se chap nhan 
viec bo sung hang muc, loai phan doi nay, toi goi la 
“phan doi khiem ton”. 

Luc nay moi ngay deu hop kiem diem la phiidng 
thtic kha tot, neu thudng xuyen mdi dtidc ngUdi tham 
gia quyet sach cang tot. Cuoc hop khong cau ne vao 
thoi quen hay bat cb hinh thuc nao, nhung can phai co 
nang luc quyet doan van de, cac muc tieu lau dai hay 
nhbng van de khong the giai quyet ngay deu tam thdi 
gac lai khong ban, de den phien ban tdi se nhac den. 
Mot trong nhdng tac dung khi ngiJdi quan ly tham gia 
la dan chu de theo hitdng nay. Hien gid, muc tieu chinh 
cua nhom la dura san pham ra dung ngay, chat ltfdng 
san pham phai du tot. Da bitdc vao giai doan dem 
ngtfdc, cong viec chinh cua nhan vien phat trien la siia 
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loi, ma do la nhing loi quan trong - no anh hiring 16n 
den ngUdi si dung, hoac gay ra tinh pha hoai nghiem 
trong, nhing loi do phai Uu tien xoa bo. Con viec lam 
dep giao dien ngtfdi dung, tang toe do thde thi, hoac 
chic nang mdi deu khong nen thao lu&n trong giai doan 
nay. Ket qua thi nghiem ban Beta, phan hoi cua moi 
ngiibi deu dia tren tien de “sii on dinh san pham va 
tranh loi nghiem trong 5 ' de sia doi nho. Con cac kien 
nghi khac, chi la canh bao cac kho khan hay nhan to 
hat ldi trong khi tieu thu, hoac la y kien cai tien trong 
phien ban tdi, nhung ve cd ban, tridc mat khong difa 
cac hang muc nay vao san pham. 


Co bao nhieu loi khong anh hiring den dai cue, ton tai trong 
san pham cua ban. 



Ban can phai hieu, mhc do yeu cau cua khach 
hang doi vdi chat lddng phan mem hay mic do chap 
nhan loi. Trong san ph&m dua ra, co bao nhieu loi do 
difdc itu tien sita ma giam di, con loi chua kip sia co goi 
kem san ph&m dua ra? Cac loi khong quan trong co gay 
ra van de gi khong? Khach hang co vi the ma gap kho 
khan khi thao tac? Do trong giai doan dua san pham 
ra. on dinh la dieu phai suv nghi dau tien, nen tritdc 
khi quyet dinh sia mot loi, can phai xem co the vi the 
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ma gay ra nhieu loi khac khong; Co nhieu loi diMc siia 
qua loa rat nguy hiem. loi ban than khong c6 nguy hai 
Ibn, liet ke chung vao tep tin htfdng dan (rcadme.txt 
hay readme.doc) de noi ro se tat hem. 

Co luc, cung nhif tran dau keo dai cua mot ngiTcfi 
vay, cong viec dtfa sail pham ra ma khong thuan Idi. co 
the keo dai thdi han tung ta thi tritbng, may nguyen tac 
sau dung etc lanh dao nhom phat trien tham khao de 
tranh tinh trang hi keo dai khi difa san pham ra. 
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NGUYEN T^C 48: QUftN Tflli NHIEU HON YEU 
CflU. 

Violate at least one sacred cow 


La ngUdi. lanh dao nhom. c6 the ban se ep cap 
clufdi lao vao lam viec. NhUng thuc te, thach thric phai 
ctoi mat trong giai (loan difa san pham ra co the thu sU 
can moi nguhi lao vao lam. ban khong the ‘ ra lenh ? ’ moi 
ngUdi hy sinh tat cA cho cong vice. Toi da gap mot so 
nha quan ly khong co nhan tinh va cung khong hieu 
nhan tinh, you cau thanh vien lam them buoi toi, euoi 
tuan, ket qua thanh vien tieu khong coi nhe menh lenh 
thi cung che cUdi vi quan ly nav. 

Trong thuc te cua giai doan dua san pham ra, tac 
dung cua quan ly van chua het, co mot so dong tac co 
tinh nghi thtic, tuy rat nhb va ddn gian nhung lai co y 
nghia rat ldn. Luc nay, lanh dao nen co mot so^ hanh 
dong thUc te de bieu dat quan tarn tdi cac thanh vien, 
kliang dinh cong hicn cua ho vdi to chdc, cho moi 
thanh vien deu cam nhan dupe vai tro quan trong cua 
minh, sU quan tarn cua lanh dao co the tang luc htfdng 
tarn cua thanh vien. co anh hUdng rat Idn doi vdi viec 
dua san pham thuan ldi ra thi trubng. 
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Hoa hdp giua lanh dao va thanh vien can co tinh 
khich le, khong phai ep lam them ma la cung cap moi 
triidng lam them thuan ldi. Vi du, viet tren tam card 
njio difa cho mot thanh vien nao do (Khong dung tir 
khach sao gia doi hay cong thtic, can quan tam that 
long), vai cau khen ngdi khi tinh cd gap, dich vu chain 
soc trc khi lam them, t\i rut tui tra tien an toi, hoac tao 
dieu kien cho thanh vien lam viec tai nha (Cac thiet bi 
lien lac ddn gian noi vdi van phong); Nhting dong tac 
nay co chi phi thap, nhung lai cho thanh vien biet dude 
sU quan tam va thanh y cua ban ma cam thay sU no luc 
cua minh la xdng dang. Hdn ntfa, nhufng dong tac nhu 
tren thitdng khong theo cac nguyen tic truyen thong, vi 
ho ma ban pha vd cac nguyen tac truyen thong, cho 
thanh vien hieu rang sU khang dinh cua ban doi vdi ho 
virdt qua ca quy dinh ma cong ty cho phep ban. Thong 
thudng, nhan vien phat trien xuat sac it nhieu deu co 
tam ly chong doi, thich thach thric vdi uy quyen truyen 
thong, ban dung phudng phap dac biet co vu ho se hieu 
qua hdn nhieu so vdi cac phddng phap truyen thong. 


Cac nhan vien phat trien xuat sac ft nhieu cd tam ly thach 
there truyen thong. 
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Dung hanh dong bieu thi sil quan tarn, dong thdi 
cho cac thanh vien biet dua san pham ra la mot viec ldn 
dung de ky niem. Moi ngtfdi chup mot btic anh, viet mot 
cau chuyen, thu th£p mot so truyen ctfdi trong qua 
trinh phat trien, gui email chuc miing moi ngtfbi cuoi 
cung san pham cung ra ddi, hoac bieu dufdng cac thanh 
vien hay suf viec kiet xu&'t. Day la nhuing viec ma lanh 
dao co the lam vao luc nay, de moi ngufdi lulu lai an 
tufdng kho quen. 

Hay hufdng thu ket qua vui muing nay! Vi moi 
ngUdi da vat va gieo cay. San phlim ra ddi la muc dich 
nhom da hinh thanh. va cung la diem cao nhat trong sut 
dong cam cqng kho cua moi ngufdi. Luc nay y chi thanh 
vien len den dinh diem, nhufng hanh vi au tri hay tranh 
chap trufdc day deu lui vao di vang. Moi ngufdi da hoan 
thanh nhiem vu, san ph&m ra ddi roi. 
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NGUYEN TtfC 49: BffN TH<Jf NGHIEM BETA 
KHONG PHfll Lfl LUC Stiff O0l CHtiC NffNG 

Beta is not the time to change 

H&u hot. moi ngtfdi den hieu lam rang ban Beta 
chinh la mdi car gidi ben ngoai difa ra kien nghi scfa doi 
phifdng dicn thiet ke doi vdi san ph£m, sau do cong tv 
phan mem tang ciidng hay sUa doi chric nang. Dicu nay 
hoan toan sai lam. ( Thit nghiem Alpha la dung thit noi 
bo, thit nghiem Beta la dung thit ben ngoai, ban Beta la 
dita san phdm sap xuat ban cho mot so khach hang 
dung thit , mat khdc con goi la tham do thi tritdng). Muc 
cHch thu nghiem Beta la xac dinh san pham co chav 
binh thudng trong cac he dieu hanh va phan cting dtf 
kien khong. Tuy y kien phan hoi cua ban Beta rat co 
gia t.ri tham khao, nbung trvf phi trong ban Beta phat 
hien cac van de Idn cua san pham, neu khong khong 
nen sifa doi chuc nang, nhieu lam cung la sifa loi thoi. 
Cac kien nghi va phan hoi dcu giuf lai de suy nghi difa 
vao trong phien ban tdi. 

Lam nhif vav khong phai la coi thudng y kien 
khach hang, ma ngtfdc lai. neu ban muon dua y kien ve 
ban Beta vao, ban se khong the nao difa san pham ra. 
Quail he giua ban va khach hang phai cang than mat 
va lau dai (Xem quan he khach hang trong phan 1). 
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NGUYEN TAC 50: BAN BETA Lfl OQNG TAC 
KNOI OQNG 

The Beta is for spin development 


An ttidng diu tien cua khach hang doi vc3i san 
ph£Lm la thtidng quvet dinh danh gia cua ho vdi san 
pham. Ve cd ban, phan ung cua ngtidi tieu dung Beta 
cung la phan ting cua da so^ khach hang. Nhan vien 
kinh doanh dua vao cd hoi thti nghiem Beta de hieu 
dude cam nhan cua nhung ngtidi thb nghiem vcii san 
pham, phan loai va ghi chep cac: phan ung de nam dtidc 
htidng dong goi , truyen dat thong tin san pham. Du luc 
nay cac thong tin cd ban da cong bo cho gidi truyen 
thong, nhan vien kinh doanh nhay cam van biet dude 
cac thong tin nen dtidc giam di hay tang len tti trong 
ket qua thti nghiem Beta. Nhan vien kinh doanh cftn 
xay citing mo hinh tarn ly hoc khach hang de co the hieu 
dtidc trang t.hai tam ly va thay doi khi sti dung san 
phtim, dong thdi phai dieu chinh thong tin san pham 
dtia vao phan ting tam ly cua khach hang nhti the nao. 

Khong nghi ngd gi, ban nhat dinh se nhan dtidc 
danh gia tieu otic tti ban Beta, dieu nay rat binh 
thtidng, ma con nen n^m trong dti lieu cua ban. Neu 
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phan ling tieu cUc rat manh, ban phai phai tim ra cac 
Uu diem khac cua san ph&m de can bang; neu phan ting 
tieu cUc rat pho bien, ngUdi dung nao cung co, ban phai 
giam bdt ky vong cua moi ngUdi vao san pham, de phan 
ting tieu cUc nay nam trong dti lieu cua khach, khong 
de ho co cam giac bi ltia, phan ting tieu ctic se giam 
thieu; sau cung, ban tim each de cho cac khuyet diem 
cua san pham khong den noi nghiem trong nhti moi 
ngUdi phan anh, chAng han dua ra phudng thtic giai 
quyet, ... 

Cti coi nhu boat dong thti nghiem Beta khong do 
nhan vien kinh doanh dan dau, thi cung nen de ho 
tham gia mot each chat che. Luc nay hoa hdp vtii moi 
ngUdi ben ngoai la mau chot thanh bai cua san phim, 
bay gid khong phai luc dung hoat dong phat trien de 
xay dung hinh tUdng san pham. 
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NGUYEN TfiC 51: THU0T CflP C(J(U 

Triage ruthlessly 


Neu phan mem dai dien nhom phat trien, vay noi 
thiic long, no co rat nhieu khuyet diem. Khiem khuyet 
la tinh chat tat nhien cua moi tai san tri tue. Moi viec 
tren the gidi deu khong hoan my, do do van de khong d 
cho phan doan san pham tot hay xau, ma la quyet dinh 
nen sUa cho nao de no co the diidc khach hang tiep 
nhan hay yeu thich. Chung toi goi qua trinh phan doan 
va sika doi nay la “thuat cap ctiu”. 

Thu at cap ciiu, diidng nhien la danh tit y hoc, 
trong phong cap ctiu bac sy phai nhanh chong kiem tra 
moi v£fn de, sxi dung bien phap cap chu can thiet, sau 
do chQa tri theo cap do Uu tien. 

Thuat cKp ctiu phan mem cung co khai niem 
tUdng ttf, triidc het phan tich loi va sai sot va tinh 
nghiem trong cua chung, dudi day la cac nguyen tac 
phan doan co phai chuta tri khong? 

- Tinh nghiem trong cua loi: Neu loi nghiem trong 
den rmjfc phai quay lai luc dua san pham ra thi triidng 
thi phai sika ngay loi nay. 
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- Mile do ro ret: Loi co ctildc ngildi dung phat hien 
ngay lap the va rat ro ret khong° Co anh hildng den 
chat lildng san pham 9 Co anh hudng den hinh tUdng 
san pham ma trd thanh thu tie doi thu cong kich hay 
treu cUdi? 

- Pham vi anh hildng: Ty le thdi gian sii clung 
dilde bao lau thi gap loi nay? Co phai hau hot ngtfdi 
dung deu gap phai khong? 

- Rui ro khi sUa loi: Neu muon siia loi nav, co gav 
ra tinh khong on dinh eho ph&n mem? Dieu nav can 
nhan vien phat trien cao cap va nam vUng phan mem 
phan doan. 

- Dong thai nhom: De siia loi nay co lan nhicu 
thanh vien khong, hay chi cAn vai ngUdi la dude? Co 
lam eho nhan vien phat trien von dang ban hu dau phai 
ganh them trach nhiem? 

- Gia thanh thu nghiem sau khi siia loi: bat cu' bo 
phan nao sau khi sUa loi deu c&n thu nghiem, nhom co 
du ngildi de lam cong vice thii nghiem? Thdi gian co eho 
phep thii nghiem khong? 

Thong thildng, nhiem vu ciia nhom nho cap cifu la 
chon va siia loi quan trong nhat ciia san pham, co gang 
lam eho h&u het khach hang deu vui ve trong hfiu het 
thdi gian sii dung. Doi vdi ngildi dung san pham khong 
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hoan thien nay la cdu canh hay tai hoa? Dung san 
pha'm khong hoan thien nay hay khong dung thi tot 
hdn? Van dc phutc tap va nghiem tuc nay, doi hoi nhan 
vien phat trien khong ngVng auy nghi tinh huong cua 
ngUdi sii dung, tham do tam tu cua ho. hoa hdp vdi ho 
mdi co the tim ra dap an chinh xac. 


20 - 720 
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NGUYEN TtfC 52: DflM BflO TINH ON D|NH 
CUd PHflN MEM 

Don 1 1 shake the Jell-0 


Trong giai doan hoan thanh, ban phai truyen cho 
cac thanh vicn quan nietn; sUa phdn mem la viec rat 
nguy hiem. Phan mem chuan bi ra ddi, luc nay on dinh 
la nhiem vu quan trong nhat. Gia thanh sUa loi va rui 
ro ma qua cao thi tot nhat dung sUa doi; nhtfng sUa doi 
khong can thiet thi phai tuyet doi tranh. 

San pham ra mat cung nhu mot qua lac, khi ban 
lac no se chuven dong va ngting lai. Cung nhu vay, ban 
sUa bat cii loi nao deu khong tranh khoi anh hudng den 
tinh on dinh cua toan bo phan mem, ddi khi phan mem 
cua ban co the ngung lai nhif qua lac, chuc mhng ban, 
da den luc tung san ph^m ra thi trUdng roi! 

Sau do, no lai tiep tuc rung lac! 
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PART 


PHAn 4 
GIAI DOAN 
CONG BO 




Muc dich chinh cua cuon sach tuy la mo ta each 
phat trien phan mem 16n dua vac phifdng thuc nhom, 
nhung du sao cung khong the bo qua viec hoa hdp vdi 
ben ngoai. Phan mem ma khong the lam cho nhbng 
ngUdi thong thubng nhan ra ifu diem vi dai, doc dao cua 
no thi con co tac dung gi chti? Theo toi, phdn mem vi 
dai can phai trai qua qua trinh hoa hdp vdi moi ngtfdi, 
lam cho ai cung nhan biet no, da la phan mem ldn thi 
phai de no luu danh trong lich sp. Do vay, sau khi san 
pham phan mem hoan thien, can co cuoc hop eong bo" 
san pham. 

Cuoc hop cong bo" san ph&m la thdi diem dtfa san 
pham lifu danh thien ha. Khach hang, phong vien va 
cac nha binh lu&n deu nhin thay tac pham ph&n mem 
cua ban, la diem met dau de ho tim hieu ve phan mum. 
Du san philm cua ban khong lien qua den thiidng mai, 
cung khong dong gop dac biet nhung vim cin cuoc hop 
gidi thieu san pham de nhan manh den tinh ky thuat 
cua no, toi thieu cung phai gidi thieu ky thuat mdi tai 
cac cuoc hoi thao khoa hoc, ndi tap trung nhieu nhan 
v&t quan trong. Du dung phudng thhc nao hay nhan 
manh trong diem gi, muc dich cua ban la cho moi ngtfdi 
biet mot san ph&m mdi ra ddi, mong moi ngtfdi co nhan 
thtic dung dan va r5 rang ve no. Day la lan dau tien san 
pham xuat hien, phai lam cho no thu hut anh mat moi 
ngtfdi, co" gang de thong tin cua no truyen den moi 


308 



ngufdi mot each ro r&ng, day la cd hoi xay dung quan he 
giiia nhom phat trien va khach hang, dong thdi la 
khfch le ldn cho thanh vien. 


Gi6i thieu san pham la mot hoat dong day khong khi thanh 
cong. 



Thong tin phat ra khong the thu hoi lai. Tuy co 
the phat lai thong tin, nhtfng ket qua deu khong ly 
tudng, an tudng ddl vdi san pham cua moi ngUdi khong 
phai la thong tin mdi, ma la mot dam hon loan, do do 
lan phat thong tin dau tien rat quan trong. Mot cuoc 
hop gidi thieu san pham difdc sap xep on thoa tot dep, 
viec thiet ke thong tin va khong khi deu phai lay san 
pham lam trung tarn, moi sap xep deu nham thu hut su 
chu y cua moi ngUdi, dam bao san ph£m xuat hicn 
trong dieu kicn thong tin chinh xac, ket hdp hai hoa vdi 
cac thiet ke ky lltdng de hoa hdp, giup moi ngefdi co 
nhan thtic mdi va chmh xac ve san pham. Diem tot khi 
lam thanh cong cuoc hop gidi thieu san ph&m co rat 
nhieu, ditdi day chi khai quat vai diem: 

- Cuoc hop gidi thieu xac dinh } se giup nhom 
cung hap litc vi muc lieu xac dinh . Neu moi ngubi 
cho rang/ky vong mot viec gi do xay ra, cung nhii mot 
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muc tieu chung, vo hinh chung thuc day nhom coi do 
nhu mot thach thtic dAy y nghia ma dong tam hiep li 1c. 
Toi de nghi moi nhom tham gia hoat dong gidi thieu 
san pham dcu co ohien iifde chi tict, vi ban than cuoc 
hop va san pham da nhu mot tran chien. Nhom gidi 
thieu san pham cung nhu nhom phat trien, ap dung 
nguyen tAc 54, cAn co muc tieu chung, biet each vAn 
dung cac sach lude, co tinh thAn dong doi; nhom gidi 
thieu can coi nhiem vu nhu sU giao ude toan tam toan 
y. Toan the nhan vien deu cam nhan dUdc. khong khi 
thanh cong khi gidi thieu san pham, san pham dUdc 
nuoi dudng vat va, nay da co trong tay, trong long trao 
dang mot cam giac dau phan chan, tam tu nay se 
truven sang moi vi khach trong cuoc hop lam cho cuoc 
hop gidi thieu san pham cang them soi dong, 

- Cuoc hop gidi thieu san pham thanh cong 
se ndng cao do tiep nhan san pham . Co mot so y 
kien rat nhay cam vdi cuoc hop gidi thieu san pham. 
Rat nhieu ngUdi tham gia cuoc hop gidi thieu san phAm 
chi ddn thuan la yeu thfch khoa hoc ky thuat, hoac san 
phAm co anh hudng ldn doi vdi ban than anh ta, hdn 
nuta ban than cuoc hop gidi thieu san pham it nhieu co 
tinh hai hude, do do se co rat nhieu ngUdi den mot each 
nhiet tinh, ho by vong biet ban, nhom cua ban va no lUc 
cua ban, phan mem cua ban va tinh cam cua ban doi 
vdi phSn mem nay; bdi vi khi sU dung phan mem cua 
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ban. ho bat ddu hieu ve ban, hinh tadng ve thai do cua 
ban cung co the la mot trong nhufng an tadng doi vdi 
san pham mdi. Trade het nghien cdu ky vdi nhan vien 
kmh doanh, lam the nao de the hien tarn quan trong 
cua san pham trong lich sd va ky thuat, dieu nay cung 
quan trong nha lam the nao de lam cuoc hop trd nen 
vui ve. 

- Cuoc hop la hoat dong quan trong nhat 
diia san pham ra mat cong chiing . Cuoc hop gidi 
thieu la sU ra mat dau tien cua san pham; cong viec 
sap xep cuoc hop va hoat dong sau do deu co thuf tq 
logic, can phai dadc sap dat thoa dang. Trong thd 
nghiem Beta, ban phai mdi gidi truyen thong, khach 
hang quan trong, nhan vat co tieng trong linh vqc lien 
quan va ban be cua ban dung thd ban Beta, nha vay ho 
se co khai niem ro rang ve san pham. dong thdi vui ve 
dua ra cam nhan cua minh, dong thdi lam chdng cho 
san pham. Va trade ngay gidi thieu, ban gdi email cho 
nhdng ngadi dung thd mot doan tom tat, nhac ho nhd 
tdi tinh nang va dac diem cua san pham, de tranh do 
ban ron va ho quen mat cam nhan khi dung thd. Trong 
cuoc hop gidi thieu san pham, nhdng ngadi nay se noi 
cho phong vien each nhin nhan cua ho doi vdi san ph4m 
mot each tq nhien, ro rang, chang khac gi hadng dan sd 
dung vay. Sau cuoc hop gidi thieu san pham la hang 
loat hoat dong quang cao nha td rdi, email, catalogue, 



trinh chieu,... Ban phai chu y chat che phan ting cua 
nhting ngtfdi tham du, co' gang dita ra ho trd va dich vu 
hoan thien. Tat ca cac chi tiet nay la mot phin cua cuoe 
hop, cung la mot phan cua thong tin san pham, du 
nhting viec nay ton bao cong stic, du ban va khac hang 
than thuoc den mtic do nao thi cung phai chutin bi ky 
cac chi tiet nay, dam bao cuoc hop thanh cong tot dep 
nh&'t. 
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NGUYEN TfiC 53: PHflN MEM L0N PNfll CO 
CflU CHUYEN L0N 

Compete with the superior story 


Ph^n mem ldn, se co mot cau chuyen 16n (San 
pham binh thtfdng se co cau chuyen binh thitdng). Ket 
cau thong tin dan xen nhau phiic tap nhit cac ddn vi 
trong phan mem, bbi thong tin phai truyen cho cac doi 
titdng khac nhau theo cac tang ldp khac nhau, thong 
tin phai bien thay doi tuy theo ve mat tinh cam vdi 
ngUdi tiep nhan, phai dien bien thay doi tuy theo thdi 
gian va moi trUdng, thong tin ciing phai don gian, nhu 
vay mdi gay hting thu cho ngUdi tiep nhan. Rat ro rang, 
chat lifting hoa hdp do thong tin truyen dat co quan he 
rat 16n den thanh cong cua kinh doanh san ph&m. Hay 
ghi nhd, ban phai d&u tit thich dang cho truyen dat 
thong tin, quan trong nhtf cong viec phat trien vay, bdi 
vi thong tin va san pham lien quan chat che vdi nhau, 
ca hai deu la tai san tri tue do nhom tao ra. 



Tri tue truyen thorig qua nhieu nam truyen tung, rat de dUdc 
moi ngUdi tiep nhan. 
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Truffle het ban phai suy nghi ky, xay dung ket cau 
thong tin dtfa vao chien lufdc boa hdp san pham can 
phai nhtf the nao? Lam the nao de ho hieu each sd 
dung san pham? Thong tin cua ban phai bao gom 
nhfjng dieu nay mdi co the lam eho tai san trf tue vo 
hinh dude moi ngiidi nhin thay. 

Khi dting trtfde mat moi ngiidi. khong chi chu y 
den tinh nang san pham ma trddc het hay noi qua ve 
noi ham cua san pham, ke cau chuyen cua san pham 
eho nhom, phong vien, cac nha phan tfch, khach hang 
va nhutng ngtfdi dau ttf nghe. cau chuyen nav phai co 
mau sac trf tue truyen thong. Da la nhijfng thd mang 
mau sac trf tue truyen thong deu se dtfdo truyen tung 
mot each tU nhien, dong thdi la ngon ngu chung trong 
bat cu linh vdc nao. 

Tn tue truyen thong phai la cau chuyen nho dao 
ly ldn. Cau chuyen cua ban tdi thicu phai co mot true 
lien quan den xu hudng klioa hoc ky thuat hay tinh 
hinh thi trvidng (hoae ca hai), chi nhtf vav ngtfdi nghe 
mdi cam thay cau chuyen co gia tri, vui ve lang nghe. 
Noi dung cau chuyen phai ddn gian, dong thdi lai chi 
dan suy nghi sau sac moi ngtfdi, cho nhutng ngtfdi co 
dau oc linh hoat cam thay co mot so" noi ham ma minh 
da nghi tdi (stf cong htfdng!); nhutng ldi noi qua huyen bf 
khong the lam cac chuyen gia hiing thu, dong thdi 
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khong the trci nen binh dan. Can phai chu y cau chuyen 
vita ddn gian vita co noi ham, khong dtfdc ddn gian qua 
ma thanli vo nghia, noi ham phai lam cho moi ngxfdi 
cam thay rat co gia tri m6i dude. 



Phai lam thinh gia cTong cam: ’’Dung vay! Trudc day toi da 
tutig nghl the". 

- 


Muon ke mot cau chuyen ddn gian vc thong tin 
san pham thi qua la mot dieu rat kho. Ban phai lam 
rung dong trai tim thinh gia, de ho dong cam l ‘Dung! 
Tritde day toi da titag nghi thC 1 . Day khong phai tuyen 
truyen quan niena cua ban. ma la giao luu tit tufdng vdi 
thinh gia mot each vo tinh, dan dat ho suy nghi van de 
mfa ban dua ra, de thinh gia dung tam cua minh lanh 
hoi thong tin cua ban, did khong phai hi ban "r<3t” 
thong tin. Cac thong tin phai nghc nhu kien thde thong 
tliitdng, ban noi ra va cong hufdng trong long ho ; nhit 
vay thinh gia se nghi do la chan ly. 

Chung ta hay lay mot vi du noi ro noi ham cua 
thong tin, ban co the md man nhu the nay: ’’NgUdi sit 
dung khong thich dung footbar vi no rat kho sit dung”. 
Nhit vav chang khac gi noi thang mot each trai vdi 
iruyen thong - "hoang de edi truong". Dung mot su that 
ma moi ngUdi deu biet hoac muon tin (co le moi ngiidi 
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ngai noi ra), tt£ sil that nay ma phat trien sang sti that 
khac lien quan den san pham (Ban phai bieu dat trong 
diem nay, co le noi true tiep se khong dUdc moi ngUdi 
tiep nhan), dong thdi khong dUdc ke lai sU thUc ma 
ngUdi khac da nhac den (Moi ngUdi se lam lan khong 
biet cau chuyen nay la do ai ke). 

Khi chung toi gidi thieu Visual C ++ 1.0, sU thuc 
ma chung toi nhan manh la da so"cac lap trinh vien van 
chua chuyen til C sang C ++ . DU lieu til ket qua dieu tra 
cua chung toi cho thA"y, co 80% lap trinh vien ngon ngU 
C du dinh, chudn bi hoac mong muon chuyen ttr C sang 
C ++ , nhung chi co 10% ngUdi thuc sU lam dude. Cac bao 
cao phan tich cua nganh va gidi truyen thong deu bieu 
thi thdi dai C ++ da den gin, nhiing tu lieu cua chung toi 
lai cho tinh hinh ngUdc lai, do chinh la dieu ma chung 
toi noi thuc - bo quan ao mdi cua hoang de 



True tiep noi ra thong tin san pham, chua chac da la phudng 
thufc bieu dat huu hieu. ,, 


Viec noi that cua chung toi, nhanh chong lam 
rung dong trai tim cua moi ngUdi, bdi do la sU that 
khong the choi cai, hdn nufa da so" moi ngUdi deu cc 
dong cam. CU coi nhu chung toi khong noi, cuoi cung ai 
cung se biet chan tudng su that, chi can mat them chut 
thdi gian va hoai nghi nUa. 
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Sau do, biidc thd hai la phat trien sang stf that 
khac, t\ic la thong tin san pham, rat ddn gian: du la lap 
trinh vien thanh thao C thi C* + cung rat kho hoc - cho 
den khi Visual C ++ xuat hien mdi thoi; chung toi khong 
truy tim tai sao C ++ da lam cho no trd nen ddn gian. 

Tri tue truyen thong thtfdng dude bieu dat qua 
ngan ngut, dung mot hai cau ddn gian nhiing noi troi, de 
moi ngirdi de thuoc, de nhd kho quen. Chinh tri gia deu 
la nhiing cao thu ve sang tao ra khiu hieu, chang han: 
“Ngoai lo sd ban than, chang con gi dang sd nota’ 1 , 
“Diing hoi to quoc da lam gi cho ta, ma hay hoi ta da 
lam gi cho to quoc...”, ... Nhiing khau hieu nay sd di de 
di vao long ngiidi la do chiing co tri tue truyen thong, 
ddn gian de hieu, lai co chiic nang dan dat, khong can 
cac ly luan dai dong. Tuy ngtfdi dua ra khau hieu da ra 
di t\i lau, nhiing den nay chung van ton tai, ma con trcf 
thanh ngqn den sang cho tri tue, vi khi moi ngiidi me 
muoi chung dua ra chi dan, neu nhiing khau hieu nay 
khong co noi ham tri tue, sau khi thinh hanh se tu tieu 
tan, khong ai con nh6. 

Cau chuyen hay se lam moi ngUdi nhd mai, bdi no 
co noi ham, co kien giai, cho ngUdi nghe cam nhan dUdc 
tri tue ben trong. Cau chuyen hay se lam moi ngUdi de 
lien tudng, nhat la khi gay ra cong hudng noi tam (Vi 
do la sU thilc ddn gian), moi ngUdi se md rong long de 
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don nhan cau chuyen lien tUdng, phat trien phfa sau, 
mile do tiep nhan ty le thuan v6i mhc dp lam ho rung 
dong. Chang han, “Dpi bong nay luon khong the gianh 
chien thang trong cac tran dau quan trong”, day la sit 
that thu nhat, nhung sail khi nghe xong trong long moi 
ngUdi tu nghi: a Doi bong nay khong gioi” hay “Neu 
khong thua tran quan trong thi sc la dpi bong kha tot 1 ’, 
do la phan Ung tat nhien cua moi ngUdi, dua quan niem 
cua minh vao thong tin tiep nhan dupe, dung ldi cua 
minh de dien ta )ai. 


Ban hudng moi ngi/pi tit nghT ra sp viec, chac chan con co 
site thuyet phuc hdn la ban noi ra. 


Do do, neu ban co the ke cau chuyen san pham 
dua vao phudng thiic cac tinh tict thi that tuyet: co boi 
canh, co khong khi, tinh tiet thay doi, co ngUdi tot cung 

co ke xau.Tim mot chuyen gia ke chuyen ho trd ban 

ke cau chuyen san pham sinh dong hdn, iai lam rung 
dong noi tarn thlnh gia, dong thdi day cho cac thanh 
vien deu co the ke cau chuyen nay. 

Mot cau chuyen hay phai dUa vao mot sU thUc de 
thay. NhUng khong dupe co qua nhieu sU thuc, mot loi 
hay pham phai cua nhieu ngUdi la cung cap qua nhieu 
thong tin, ket qua lam roi loan, thieu trong diem, an 
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tUdng cua moi ngUdi mot. khac, nhu vay sc rat kho hoa 
hdp. Su thqc mau chot khong dUdc vuot qua ba, dua ra 
su thUc ma ho ghi nhd dude, vita ddn gian vtia quan 
trong, dong thdi phai xac* dinh sU thUc quan trong cua 
ban lien quan chat che den cau chuyen san pham. 

Cau chuyen phai lam cho nhieu nhan vat quan 
trong noi di noi lai, tao ra an tUdng cUc ky sau sac, 
tham chi cte ho tu ke lai cho ban be minh nghe. Do do, 
cau chuyen phai dUa vao vai sU that quan trong. Lay 
trong diem la nhan tfnh sc lam cho ngufdi nghe khong 
bao gib qucn. 

Dang ngac nhien, phudng phap tot nhat la khong 
nen dua ra van de quan trong ma hav de cho ngUdi 
nghe tu clua ra ket luan chinh xac. Vi du, khi gidi thieu 
Visual 0 + \ dieu quan trong nhat la cho gidi truyen 
thong, cac nha phan tich va moi ngifdi hieu: Microsoft 
muon quay lai thi trUdng C + \ vdi quvct tam gianh vi tri 
thong soai, chung tdi quyet tam thay doi can khon. 
NhUng trong bat ky thong tin nao ve kinh doanh deu 
khong nhac tdi chuyen nay, tham chi cung khong de 
cap trong cau chuyen san ph&m. Dao ly nay rat ddn 
gian, neu chung tdi khoe khoang ve su vi dai cua san 
pham khap ndi, vha khong lam moi ngUdi tin phuc vfra 
tao ra ac cam. NgUdc lai, chung tdi de thong tin nay 
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dUdc suy doan ra tii trong noi tarn. thinh gia, trong cau 
chuven san pham dtfa ra cac manh moi de moi ngiidi t\l 
ket luan. Cau chuyen ma ban dan dat thinh gia nghi ra 
ch&c chan se co stic thuyet phuc hdn so vdi ban ke cbo 
ho. 
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NGUYEN TflC 54: XflY DUNG HlNH TUQNG 
CHIEN THtiNG 

Create a winning image 


Ngoai viec lam dUdc san pham tot, cung co dia vi 
thi trtfdng, do mot vai ly do sau ma ban con can xay 
dung hinh tifdng chien thang. 

- Khdch hang can co cam gidc ti/Ong dong: 
phan mem cung nhd cac hang hoa khac, khach hang 
mong muon co cam giac tUdng dong doi vdi san pham 
minh mua. Do khach hang bo nhieu thdi gian su dung 
nen ho mong dUdc coi la “chuyen gia ph&n mem”. Th do 
co the thay, khach hang khong he “mua” phan mem ma 
la “lua chon” phan mem, dieu nay dang de cho nhUng 
ngUdi trong nganh phan mem chu y. 

- Khdch hang mong muon rang nhting gi 
minh co Id nhitng thu ma ngudi khac khdt vong 
hoac ngiidng mo. Ph4n mem tUdng tritng dia vi than 
phan khach hang hoac “dong nghiep” cua ho. Trong 
thdi dai khoa hoc ky thuat may tinh khong ngimg thay 
doi, nhutng thd m6i nhat (du phan mem hay phdn ci3ng) 
co nghia la thinh hanh nhat, cao cap nhat, mong muon 
mdi nhat tot nhat la mot loai dong cd rat manh. Neu 
ban cho r&ng minh khong bi anh hudng bdi nhulng gi 


21 - 720 
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thinh hanh, hay xem khi ban chon mua quan ao - ca 
vat - day dep, ban se thay trong long noi day ham 
muon thi luc do ban se hieu r&ng kho co the cUdng lai 
nhting gi dang thinh hanh (Tham khao nguyen tac 14). 

- Khdch hang biet tam quan trong ho trd cua 
hang , khong muon minh la ngitdi dung dan doc . 

Khach hang khong ddn thuan mua phan mem ma la 
xay dung moi quan he lau dai vdi ban, ho biet r&ng sau 
khi quyet dinh scf dung ph&n mem cua ban, se phai dua 
vao tien bo cua cac phien ban mdi trong mot thdi gian 
dai, ho phai dau tu rltt nhieu thdi gian tien bac de hoc 
each s& dung ph&n mem, ho khong muon sau khi mua 
ph£n mem thi hang sap tiem, minh trS thanh ddn doc, 
dung cung khong dude ma khong dung cung khong 
xong. 

Hoa hdp vdi ben ngoai khong chi la thong tin san 
pham, ma con la hinh tUdng ngUdi chien thang! 6, .... 
dung quen nguyen tac 53, khong dung phudng thde noi 
true tiep, ngUdi chien thang khong tuyen truyen su 
chien thang cua minh 3 khap ndi, cang khong lq ra 
mong muon chien thing, nhu vay Mn nao anh ta cung 
chien thang. 
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ld\ KET 

Neu nhat dinh phai dung mot cau hoi de tong ket, 
toi se noi: phat then ph&n mem tao nen nhan vien phat 
then. 

Co le trong tinh tiet cua bo phim ’’Chinatown”, 
Roman Polanski da dua ra ket luan ve phat then phan 
mem: Nhan vat chinh trai qua giang xe noi tarn kha 
16n, gan nhu guc nga, ban anh ta v&n dung giong treu 
dua de gay ctfdi: "Hay cUdi len, do la Chinatown". 

Dadng nhien, phat then phan mem khong co cau 
ket thuc, ban phai bat d&u t\i d&u cuon sach, sau do 
ttrng muc tijfng muc c \1 nhij v&y luan hoi,... 

Cac ban, hay cifdi len, do chinh la phat then phan 

mem! 
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Doi vdi sang tao tai san tri tue, quan trong nhat 
la bo oc thong minh cua con ngihli, do do phu track dtf 
an rat mong co difdc nhan vien thong minh, cham soc 
ho c6n th&n de ho lam ra nholng phan mem thong 
minh, dong thdi co the xay dtfng dcfdc nhom phat trien 
xuat sac, khong ngilng trildng thanh va sang tao, luon 
dita den cho khach hang nhting thri mdi nhat tot nhat. 

Nghe co ve nhtf nhtfng dieu cac cu gia hay noi, 
nhiing thiic hien diidc cAn co hoc van rat rong. 


325 



THUE NHAN VIEN THONG MINH 

Muon tim ngUdi thong minh khong phai de, 
nhifng co' gang trong viec nay cung dang, bbi ngifbi tai 
gioi co the sinh ton. Trong nganh phan mem, mot ngtfdi 
phai trai qua nhieu kinh nghiem tieu cite, nhu ong chu 
khong co tam nhin, dda ra quyet sach sai, mat thdi 
gian lam nhdng phan mem vo dung, lam tan vd nhom, 
tien do tut hau nghiem trong. Nhdng dieu nay la thach 
thdc dau ddn doi v6i bat cd mot l^p trinh vien nao, 
nhung day lai la hien tUdng binh thiidng trong nganh 
phan mem; "Thong minh" la dieu kien co ldi nhat, dUa 
vao thong minh, ho co the khong quan tam den nhdng 
kho khan nay, tham chi giai quyet diidc rui ro cua 
nhom, dem lai nguon thanh cong. Dudng nhien, nguyen 
lieu de sang tao tai san tri tue la thong minh tai tri, do 
do ban phai tim dude ngtfdi thong minh nhat va cho vao 
nhom cua ban. 

Khi ban phong van mot ngUdi thong minh, cA n 
chu y den may loai dac trUng nhan each sau: 

1. Chu y ti/ctng tritng tai tri khong bieu hien 
qua ngon ngu 

Hudng phat trien tai tri moi ngudi mot khac, co 
luc ngUdi thong minh lai chang ra sao, ban phai chu y 
dac tinh rieng cua moi ngUdi, khong nen chi cau ne vao 
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eac an tUdng ’’thong minh'’, chu y quan sat thong minh 
tq nhien, tuy c6 the la mot loai hinh thai ma ban khong 
dq lieu. 

Quan sat ky cac phan iing cua ngUdi dq tuyen, 
anh ta bieu hien ca tinh nhu the nao? Dieu do 16 ra 
thong tin gi? TO bieu 16 net mat xem thay doi noi tam, 
phan tich phan doan xem tiem lqc cua anh ta. Luyen 
tap quan sat ngUdi, ban se phat hien ra rat nhieu thong 
tin an giau, so vdi bieu hien ben ngoai ban se de phan 
doan chmh xac hdn ve ngUdi trade mat. 

Dung phan ring tinh cam va tri tue cua ban de 
xem xet anh ta, ngtfdi dq tuyen co doi pho vdi thde 
thde tot hdn ban. hoac danh gia xu the" nhanh hdn, yeu 
c6u cua anh ta co vddt kha nang dap dng cua ban? Cam 
giac phong van nhu the nao? Anh ta co cho dang dc ban 
hoc hoi khong? 

Thdi gian phong van khong dai, vai tro cua hai 
ben la co dinh. Phan ung cua ngubi dq tuyen co nha 
ban dq doan? Co hanh vi ldi noi nao lam ban bat ngb? 
Co chu dong pha vd vai tro ngubi xin viec truyen thong 
mot each tq nhien va thay doi khong khi tro chuyen? 
Neu khong, ban co the pha vd ranh gidi co" dinh, lam 
anh ta bo di hinh tifdng cting nhac cua ngadi xin viec? 
Anh ta co du she bat, khong kha kha gid y kien cua 
minh? Co boc 16 ham muon hoc hoi, hay chi vi sd bi dao 
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thai nen mdi tim kiem kien thdc mdi? Neu ngUdi du 
tuyen du thong minh, anh ta se lam cho qua trinh 
phong van co mot so thay doi, neu anh ta co nang luc 
anh hudng den qua trinh phong van, anh ta cung co the 
anh hudng nhom phat trien hay nhOng sU vice phtic tap 
khac. 


2. Dung van de kho hoi ngitdi Ung cit 

Ban dua ra mot van de thUc te, cung cap cac 
thong tin bo"i canh co lien quan, de nghi anh dUa ra y 
kien. Dudng nhien ngUdi Ung cti biet minh dang dUdc 
kiem tra, do do co the ban se nhan dUdc dap an chuan 
xac da dUdc chuan bi trude, nhUng quan trong khong 
phai dap an ma la qua trinh suy doan cua anh ta, tti do 
biet dUdc thai do lam viec va suy nghi van de. 

NgUdi ring cU co nhanh chong dua ra gia thiet? 
Hau nhu ai cung nhu vay. Neu khong, ngUdi ring cri se 
phai yeu cau co them nhieu thong tin, tir do dinh ra ket 
eau van de, tit do thri dua ra dap an. Co luc toi co" tinh 
dua ra mot van de kho co the tim ra dap an nhUng co ve 
toi xac dinh co dap an, xem phan ring cua ngUdi Ung cU. 
NgUdi thong minh se khong rdi vao b&y tu bien bach vi 
dap an cua anh ta the nao cung sai, ma ngUdc lai se hoi 
toi, cudi cung phai nhu the nao? Dudng nhien, da so" 
moi ngUdi co chap va co tarn ly phong ve, va khong hieu 
rang xin giup dd mdi la bien phap tot. 
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Tht t xem neu ban chu dong giup dd, phan ting cua 
anh ta se ra sao, se co rat nhieu ket qua khac nhau, toi 
thich nhat la trtf 6c het hoi tiep nhan giup dd co phai la 
bieu hien yeu duoi khong, sau do mdi quyet dinh co 
nhan giup dd khbng. 

3. Thii day ho 

N6i ve linh vUc chuycn mon cua ho ban xem phan 
ting cua ngUdi ting cti, anh ta co nhanh chong tiep thu 
nhting gi ban noi khong? Co hoi ve cac van de sau hdn? 
Tiep nhan hay phan doi? Co the difa ra bien phap hay 
hcfn khong? 

Hay ghi nh6 muc tieu cua ban la tuyen ngUdi dam 
nhan trong traeh 16n, sau nay se trao du quyen cho anh 
ta r anh ta se thay ban quan ly rat nhieu ky thuat, tham 
chi quyet dinh mot phan tUdng lai cua phtin mem. 
NgUdi ting cti xay dung quan he nhu the nao v6i hinh 
tUdng uy quyen (chfnh ban la ngUdi dang phong van), 
la mau chot quan trong bieu hien tUdng lai cua anh ta. 
NgUdi ban can, phai dep tam ly chu quan cua minh 
sang mot benma chu tam giai quyet van de hay hoc hoi 
kien thtic mdi. 

4 . Loai bo diem mu trong kiem tra nhan tdi 

Toi da gap phai mot so"sai lim rat ldn trong tuyen 
nhan tai, do la ngUdi quan ly qua coi trong mot ky 
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thuat nao do. Co the nhin thay khuvnh hpdng nay tren 
quang cao tuyen nhan vien: ’Tuyen lap trinh vien cao 
cAp, can biet ky thuat lap trinh X va Y nam kinh 
nghiem". Thtfc te, co ky thuat la diem dang chu y, 
nhtfng khong phai tat ca, quan trong hdn la nhiing thtf 
ben ngoai ky thuat, dn chiing ta chi xem ky thuat, ky 
thuAt nay trong vong 1 nam co the bi dao thai, quan sat 
trong diem ve ky thuat la trong cac ky thuat lien quan 
khac, anh ta co thanh thao hay khong. Toi much xem 
qua trinh hoc ky thuat va tich luy cua anh ta: Dung ky 
thuat gi vao luc nao? Qua trinh hoc tap da du de chtfng 
minh anh ta co nam ngay dtfdc ky thuat chung toi dang 
sii dung hay khong? 
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phAn viec dung nguoi 

Neu ban da tuyen dude mot ngUdi thong minh, 
ban se hy vong phat huy dUdc kha nang cua anh ta, 
dem lai Idi fch lau dai cho nhom. Neu chi co ban biet 
tiem luc cua anh ta, ma cac thanh vien khac lai khong 
the nhin thay, thi nhiing gi anh cong hien se rat co han, 
Tinh each lam viec cua cac thanh vien co the chia 
thanh hai loai ldn: dung cam non nong va vdi qua cao. 
Vao nhom khac nhau, thdi gian khac nhau se co tinh 
each lam viec khac nhau. La ngUdi quan ly phai biet 
cap dudi cua ban thuoc loai tinh each nao, cuoc song ca 
nhan cua ho ra sao, ban mdi co the giao cho cong viec 
thfeh hdp, phan viec dung ngUdi mdi phat huy dUdc tai 
nang. 


NGUGl DUNG CAM NON NONG THICH TIET 
TAU NHANH 

NgUdi dung cam non nong co bieu hien hoc 
nhanh, phat trien nhanh, bieu hien thanh cong, do do 
ho c&n khong gian rong rai mdi duy tri dam me toe do 
cua ho, tao nhieu cd hoi the hien, pham vi cong viec 
ganh vac rong hdn, hudng dan ho dat muc tieu vao su 
tU phat trien. Neu ngUdi quan ly khong nhan ra thicn 
tai, hoac giam toe do cua ho, ho se chen ep nhUng ngUdi 
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co thuc liic kem, hoac tu tim kiem dat phat huy. Trong 
mot nhom manh khong dude de tinh trang nay. 

Cung nhu cau danh ngon ma bo^ toi hay noi: "Neu 
thiic an trong mang khong du, ldn se tu danh nhau'\ 

Con con ngifdi thi sao, khong phai trUdng thanh 
la dring im bat dong. Neu chu ky san pham mdi ngay 
cang don dap. Ly le chiem link thi trUdng ngay cang ldn, 
do hai long cua khach hang cung moi nam mot tang, 
hay bat ky mot ket qua co ldi nao, deu bieu thi nhom 
cua ban dang phat trien, neu khong se la tut doc. 

Doi vdi nhom, thach thuc ma phat trien dem tdi la 
chon bo sung nhan tai nhu the nao de thfch ring vdi sU 
phat trien cua nhom, dong thdi t.ranh can trd do tang 
ngUdi. Thong thUdng, van de dau tien khi nhom tang 
ngUdi la thanh vien bat dau thay bat an, niem vui 
thanh cong nhanh chong bi lang quen, moi ngifdi hat 
dau noi ve nhQng ngay tot trUdc day. Hien tudng nay 
xuat hien la do ngUdi quan ly khong cho thanh vien 
nhring thach thric vria phai. 

De thay doi tarn ly h£t an, can phai kich thich, 
tim vai nhan vat quan trong va hoi xem ho dang muon 
lam gi, cai gi co tinh thach thric vdi ho? Chung co lien 
quan gi den nganh phan mem? Ho muon co moi trUdng 
nhu the nao? Ph&n mem sang tao trong md cua ho co 
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mo hinh nhuf the nao? Sau do, ban trao quyen cho bp di 
lam nhting viec thich hop. 

Phat then, dai dicn cho dau tit mdi, ban co the 
lam nhiJtng thti hoan toan mdi, de thanh vien dam 
nhiem cac vai tro khac vdi triidc day, khong dupe do dU, 
ai cung c4n phat trien, tit lanh dao cao nhat den ngudi 
S tang thap nhat deu khong tranh khoi sU phat then, 
ke ca ban va toi. Do do, ban phai tim dudng ra thich 
hpp nhat cho sU phat trien cua thanh vien. 

sue SANG TAO 

Site sang tao bi tarn ly phbng ve han che, nhitng 
neu phbng ve Vila phai. thi rat tot. Trong mot nhbm 
manh , dii site sang tao ditdc moi ngitdi danh gid cao 
nhit the nao, luon co mot so thay dot bi chdng doi. Cho 
dii Id thay dol nho den ddu cung phai lam. muc tieu tien 
bo, di sau hay tang citdng tit titdng va each lam von co 
mdi co the ditdc chap nhan. Do do, thay doi phai dita 
tren cd sd von co hoac sit thyte da ditdc moi ngitdi tiep 
nhan thi m&i thuan Idi. Dang tiec la, tuy thay doi chi co 
hai bitdc , bitdc hai ditdc xdy ditng tren bitdc mot chit 
khong phai mot sit that nao do, deu co the bi nhom 
manh nhat tit choi. 

Thay doi thyte sit co tmh sang tao, chi ditdc tao ra 
trong mot moi tritdng co ndng Itfc tit ditdc phat huy. 
Trong moi tritdng nay, khong chi chap nhan thay doi 
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thong thitting, coi thay doi la binh thitdng, ma con tao 
cd hoi thay doi , hoan nghenh thay doi , mitcfn thay doi 
de dita ban than vao mot mdi tritdng dong that mdi. 
Nhom tit phat huy coi nhitng thay doi Idn co tinh each 
mang la til duy dao ngitdc , ditdc xuat hien vdi bo mat 
khac. Mot nhom manh khong bang nhom co nhieu site 
sang tao, nhom co the rat manh nhtlng site sang tao hdi 
khong du, day khong phdi tinh huong ly titdng nhat; 
nhom ly titdng phdi tran day site sang tao, luon co bien 
phap mdi, dam tim toi nhitng link vile ma chita ai dat 
chan vao, dong thdi co nang litc gianh lay ket qua . 

Dang tiec, cang la nhom manh lai cang til hao ve 
cac thanh tich trong qua khii , cang khong chap nhan 
thay doi co tinh each mang. Trong bat cit linh vile ndo, 
do deu la can benh cua cac nhom co bieu hien chink the 
tot nhat, dang de chung ta suy nghu 


NGUdl vdi QUA CAO MUON CO NHITNG DONG 
TAC LCfN 

Doi khi, cong viec ma mot so" thanh vien muon 
nhan, thiic te viidt qua kha nang cua ho. Loai tam ly 
“tham nhieu” nay co the bat nguon tit kinh nghiem lam 
viec trude day, co le khi do khat vong ve cong viec van 
chua dvfdc thoa man, ket qua Ik tam ly tn*6c day chiia 
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dtfdc thoa man chuven sang cong viec hien tai, tao ra 
mong muon dude bay cao, vdi qua cao: tuy bay gid la 
moi triidng hoan toan co the phat huy nang lufc, ai cung 
eo diem manh, ho van yeu cau dtfdc trao du quyen hdn, 
lam viec vdi pham vi ldn, mong muon dong vai tro ldn 
hdn, luon khong thoa man tarn ly thieu hut, vi anh ta 
co y thiic tiem an tranh viec khong lam gi trong nhom. 
Viec tham nhieu, chinh !a mong muon vtfdt thtfc te va 
luon khong the thoa man. Do nhom ttf tim each dc 
chong lang phi vo ich, cac thanh vien khac se khong cho 
ho phat tricn qua mdc. 

Du la thanh vien xuat sac, khi mdi bat dau hoe 
trtfdng thanh cung co tinh hinh nay: co the anh ta nhan 
dtfdc mot cong viec vdi pham vi nho, nhtfng khong hieu 
rang pham vi cong viec tuy hdi nho nhtfng khong anh 
htfdng den cd hoi bieu hien ban than, the la anh ta 
trach quan ly phan doan sai, s \i dung it tai nang ldn, 
chon vui kha nang cua minh. Neu anh ta biet each 
cham soc cho cuoc song cua minh, anh ta se co thai do 
tich ctfc doi mat vdi viec nay, mtfdn cd hoi nay de hoc 
tap nhieu hdn. Dang tiec, nhieu nhan tai khong vtfdt 
qua ciia ai nay, hoac khoac ao ra di, hoac la quan ly da 
cho anh ta qua nhieu cong viec khong the tieu thu 
dtfdc, ket qua cuoi cung van la bo mat cd hoi phat trien 
mot ngtfdi. Quan ly phai ho trd cap dtfdi binh than qua 
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giai (loan nay, dieu nay rat co ldi cho ban than anh ta 
cung nhu ca nhom. 

Khai thac muc tieu that su 

Ban phai bo cong khai thac muc tieu that su! cua 
nhtfng ngiidi vdi qua cao. Ho co mot dac trUng rat ro 
ret, do la do dU thieu quyet doan vdi muc tieu qua ldn, 
ma thiidng la hai muc tieu doi lap (cai gi cung muon); 
Dieu nay rat quan trong, do la cd sd cho cong viec cua 
ban dudi day. 

Da so cac tritdng hdp, ngUdi vdi cao muon co hinh 
tUdng ban than, ho muon ldi dung noi dung va gia tri 
cong viec de tang boc y nghia khong that. Ban phai thu 
khai thac, hinh tUdng ma hp thuc sU muon hay mong 
bieu hien gi. Nhcfng phudng phap rat ddn gian, hoi hp 
vai van de sai la biet ngay: Muc tieu nay co y nghia gi 
vdi anh? Anh thay y nghia nay co thich hdp? Anh thay 
minh co bao nhieu chac chac dat ditdc muc tieu 9 Neu 
anh hoan thanh muc tieu thuan ldi, anh co muon thanh 
qua cua minh dtfdc van dung nhif the nao? Sau do kiem 
tra cam giac cua ban: Muc tieu nay minh co thay thich 
hdp khong? Cach nghi cua ngddi khac ra sao? Ai la 
ngiidi tot nhat? Neu chon ai do dam nhiem, la vi ban 
than hay vi t4p the, hay vi chinh ban. 
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Xem each nhin nhan vdi phan mem 

Ban da biet muc tieu cua ho, bay gid ban can phai 
quyet dinh muc tieu do co vUdt kha nang cua ho khong, 
hay khong hdp vcfi muc tieu cua nhom. Tot nhat la 
khong co van de gi, neu khong ban phai tim ra nguyen 
nhan thuc sU. Tai sao anh ta qua tu tin vao nang luc 
cua minh? Day la hien tUdng ngau nhien hay la thoi 
quen cua ho? Ban phai biet rang, cac thanh vien rat 
nhay cam khi co ngUdi cho rang ho “khong du nang lUc, 
lam khong dUdc”, ban phai cho ho thay r&ng ban luon 
dung d ben ho, giup ho dat dude muc tieu ldn chh khong 
phai ngan chan ho. 

Ban phai hieu each nhin nhan cua ho ve phat 
trien phan mem, nhd do de tham do ly do thuc sU cho 
nhiing hanh vi cua ho. Co le ban than ho khong biet 
quan he giUa hai ngUdi, nhung each nhin nhan cua ho 
se anh hudng den mong muon hom nay cua ho, ban 
phai co she quan sat nhay ben de tim ra chan tUdng. 
PhUdng phap cung rat ddn gian, true tiep hoi mot so 
van de ddn gian, nhe nhang co gia tri phan doan. Ddi 
khi ban co the hieu each nhin nhan cua ho, lam the nao 
de chuyen tit ky vong ve phat trien phan mem cua ca 
nhan sang chi hudng hien tai (hay con goi la qua do). 
Ban thu nghi xem, mo hinh chuyen doi tam ly nay co di 
ngUdc lai muc tieu cua nhom? Co xung dot vdi gia tri 
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quan cua nhom? Chi hudng cua ho co phu hdp vdi muc 
tieu cuoi cung cua nhom. 

Cong viec cua ban la hudng dan ho dura chi hudng 
cua minh vao muc tieu cua nhom, giup anh ta biet each 
phoi hdp nang lUc ban than de dua ra muc tieu fchlch 
hdp. 

Giao cong viec thick hap 

Bay gid, ban da biet ho muon gi, va tai sao ho 
nghi nhu vay; Sau do tarn thdi bo cac thong tin nay 
sang mot ben, nghi xem ho thich hdp vdi vai tro gi, tim 
ra ba viec ma ho co the lam tot hdn bat cii ngUdi nao, 
neu eho ho lam nhung viec nay, ho co the trd thanh 
ngUdi thanh cong, yeu cau cac thanh vien khac eho biet 
ky vong doi vdi ho la gi, neu ho khang dinh sd trUdng 
vdi ba vice do, tim each chuyen chi hudng cua hq thanh 
ky vong cua moi ngUdi. 

Toi thieu ve ly luan, tang cUdng sd trUdng cua mot 
ngUdi de hdn viec sUa khuyet diem cua anh ta. NhUng 
la ngUdi lanh dao, ban phai co dung khi loai bo tat ca 
cac gia thiet ve phan cong vai trd trong cong viec, dieu 
nay nghe co ve de nhung nhieu nha quan ly da that bai 
nhieu lan. Toi cho rang chi co lanh dao xuat chung mdi 
lam dUdc dieu nay: Dieu chinh to chlie, lam cho tai 
nang bam sinh cua moi ngUdi deu duoc the hien het 
stic. 
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BAU TROI MOI 


Trong nhom cua toi , cd mot chi co tit chat rat 
thong mirth. Chi da co 5 nam kinh nghiem b mot cong 
ty khdc, da lam phu track dit an rat thanh cong, do 
chung toi khong hieu trite tiep kinh nghiem tritbc day 
cua chi, do do khong hiet phong each va nang hie quan 
ly . Chi hieu thi muon lam lanh dao cao hetn, cung chink 
Id, chi muon lam cong vice cd dbi la "ngitbi quan ly'. 

Dan dan , chung toi nhin ra nang hie khong che 
vao dau cua chi. Chi co the giai quyet cac van de rac roi 
trong giao tiep, dit co xung dot va trb ngai the nao deu 
co the tim ra phiitfng phap tot nhdt. Dieu do co nghia, 
chii co kha nang phan tick van de, dep yen tranh chap , 
cang ngay cang nhieu ngitdi nhb chi hit&ng dan hay 
kien nghi, hoac mbi chi phan tick cac van de philtc tap. 
Tat cd ddu xay ra rat tit nhien, toi khong he thuc day. 

Toi quan sat va suy nghi ky Men tiidng nay , dong 
thbi thao ludn v&i chi, toi cang cam thay, mot nhom 
manh ludn can ngitbi nhit chi, ngay lap tiic cd the loai 
bd nhitng nghi hoac trong nhom. Xem ra, cd ngitbi 
chuyen giam thieu ma sat, bo tranh chap, cung cap hieu 
nang la mot y nghi rat hay, rat cd ich cho nhom. Neu 
cho chi lam chu nhiem quan ly chac la khong thick hap, 
chi khong the boc Id tai nang qua viec giam sat doc 
thuc, chi can moi ngitbi ung ho chi la ditdc roi. 
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Tuy chiing tdi khong noi ve chi tiet nhiing chilng 
tdi da co nhan thiic chung, thanh lap mot rtoi dung 
cong viec mdi vdi chitc danh mdi de phii hop vdi scf 
triidng cua chi , chtic danh chiia quyet dinh nhiing noi 
dung cong viec la "phan tich hieu nang va co van cong 
viec". Chi viia co thetham gia nhom tinh nang vdi cong 
viec la giai quyet cac van de hieu nang trong cong viec; 
vi/a lam triidng nhom "phan tich hieu nang va co van 
cong viec", phu trdch xay dying llnh vile cong viec mdi 
nay, phat trien quy tac lam viec thich hop, huan luyen 
cap diidi de hoi diidng cac nhan tdi titting tii cho cong 
ty, tao cO sd phat trien cho vai tro mdi nay. 

Tao vi tri thich hdp cho nhan tdi, co the dem lai 
nhiing Idi ich rat Idn cho to chiic, day la mot kieu "quan 
ly sang tao". 

Khi ban phat hien kha nang dac biet cua thanh 
vien, co vu ho phat huy, hau het moi ngUdi deu co chut 
thai do do drf- Tdi thieu toi va may dong nghiep than 
deu co tinh huong nay. Toi nghl co the do thien phu la 
thti quy gia cua con ngildi, trong tham tarn v&n luon tu 
hao ve dieu do, nhtfng doi vdi ben ngoai lai co cam giac 
canh giac. Chung toi cam thdy do minh co thien phu 
khac vdi moi ngudi nhtfng lai rat sd lay ra cong khai 
danh gia, bdi se co chut rui ro - nhd dau that bai, khong 
nhiing mat the dien ma cam giac gia tri cua ban cung 
bi da klch. 
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TOI CUNG CAN CO VU 

Tritdc day khdng lau, cap tren cua toi la Denis 
Gilbert da gitlp toi khac phuc chitdng ngai tam ly nay. 
Nhieu ndm tritdc day toi hay dien giang nhieu ndi tren 
the gidi ve chu de phat trien phdn mem , danh gia cua 
moi ngitdi khd tot, toi cung rat vui, khdng chi vi ban 
than toi ditilc khdng dinh, ma cung la phdn hoi cua toi 
dol vdi nhitng ngitdi da day do minh (not dung dien 
giang la phdn tritdc cuon sach nay). 

Denis biet toi dien thuyet thanh cong, rat nhieu 
nhan vien phat trien phdn mem. rut ra nhieu l(ti ich, 
nhitng do la ben ngoai Microsoft , toi khdng dam dien 
thuyet trong cong ty minh, ke ra nhitng chuyen xau va. 
giang xe ndi tam cua minh tritdc mat moi ngitdi trong 
cong ty thi that xau ho, hctn niia trong Microsoft tap 
trung rat nhieu cao thu, neu ndi khdng hay , lai co tranh 
luan thi lam the ndo? Toi tin rang chia se kinh nghiem 
cua minh rat co ich cho moi ngitdi , nhitng toi sd bi cong 
khai danh gia, cho dii Id van de toi tam dac thi cung 
khdng dam chap nhan rui ro bi tit choL 

Denis khdng ngitng co vu toi, cho toi niem tin, 
dien thuyet cua toi thitc sit khd tot , hdn nita cuoc hop 
ban kinh nghiem cung co ich cho rat nhieu ngitdi 
(Ditdng nhien ke cd cac dong nghiep trong Microsoft), 
giup ho khac phuc khd khan trong cong viec (Bay gid 
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Denis hoi han roi, de toi di viet cudn sack nay , con cong 
viec cua Visual thi tam thdi bo qua). Sd hai va co 
mink lai thitdng can trd sitphat trien cua con ngitdi, do 
la chitdng ngai ben trong chut khdng phdi ap hie tit 
ngoai gidi, trong moi tritang ditdc trao dil quyeh, tuy 
day khdng phdi la chii&ng ngai , do ngitdi. quan ly tao 
ra, nhitng ngitdi qudn ly phdi ho trd cap ditdi pha bo 
chitdng ngai nay, 

Moi ngitdi rat nhay cam vbi thien phu cua minh, 
neu cap tren coi trong, cho cd hoi va khuyen khich bieu 
hien, anh ta se lam tot hdn so vdi titclng titdng. Ban 
phai luon co vu, ho trd hanh dong mao hiem cua anh ta. 
khi anh ta co bieu hien tot cin ditdc khen ngdi dung 
luc. Luc bat dau, anh ta se danh gia thap kha nang cua 
minh, cap tren phai cho anh ta biet minh sc lam ditdc, 
anh ta la thien tai ve lmh viic nay, cap tren tin ring 
anh ta se nhat dinh lam cho moi ngitdi kham phuc, cap 
tren co the dung cac phufdng thuic cho anh ta hieu rang 
khong co gi quan trong bing thien phu cua anh. cac 
kho khan khac se co the ditdc khac phuc. 

Co rat nhieu vf du chdng minh, cap tren tin titdng 
va khing dinh cip ditdi. Khi ditdc cap tren khen ngdi 
tai nang, ho cam thay rat vui mitng va san sang no litc, 
tuy noi “chet vi ngitdi tri ky” la hdi phong dai nhitng ho 
se phat huy tiem liic ldn hdn; ho von lam cong viec 
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thuoc sd triidng cua minh, bay gid co bieu hien cang tot, 
trung thuc hdn vdi cong ty nham tra dn. 

Doi vdi mot nhan vien chuven nghiep, co ngUdi 
hieu va trong dung anh ta, thi cung dang de bao dap. 

Cap tren co tam se biet tim ra phifdng phap tot de 
hoa hdp vdi the gidi noi tam cua cap dtfdi, day la mot 
thach thdc rat kho nhiing rat dang lam. Can bo thdi 
gian di tim hieu cap dudi, co lc nba tieng noi chuyen 
cung mat 2 gid chuan bi, suy nghi xem ban sc noi 
nhtfng thong tin gi, thong tin can dude truyen dat ro 
rang, khong gay hieu lam hay lam anh ta suy nghi lung 
tung. 

Khong nen noi qua nhieu trong mot lan, nhifng 
thong tin moi lan deu rat ro rang, van dung kha nang 
hoa hdp cua ban, do chinh la nhiem vu quan trong cua 
cap tren, hoa hdp ro rang la dieu ma ca hai ben deu 
can. 

Ban phai “tai xac dinh M thong tin cua minh, dong 
tac nay phai de cap dufdi biet, ban khong noi tuy bring, 
ban thuc sU khang dinh thien phu cua anh ta, bay gid 
ban trao quyen cho anh ta. 

Khiem tori hoc hoi 

Khi ban gap van de, co' gang xin chi giao cua moi 
ngufdi xung quanh, tuy ban da kha gibi, nhring vin co 
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ngiidi gioi hdn ban trong mot linh viic nao do, co kha 
nang giup ban. Do do, khong nen kieu ngao, md mieng 
xin giup dd mdi la bien phap hay. Ban khong phai la 
ngtfdi ddn doc, xung quanh ban co rat nhieu nhan tai co 
the giup ban. Khong nen sd rang hoi ngtfdi khac se lam 
lo yeu di§m cua ban, ngtfdc lai, cho moi ngtfdi thay yeu 
diem cua ban cang lam cho ho chip nhan ban, cap dtfdi 
cang trung thtfc vdi ban. 

Xay dung muc tieu ngan hqn 

Cho thanh vien muc tieu ng&n han de ho the hien 
tai nang, chdng minh tien bo cua ho, cho ho biet ban ho 
trd va tao cd hoi tot nhat, dieu nay cung co tinh tUdng 
ho, ban cung mong muon ho the hien stf uu viet, neu ho 
bieu thi khong can thi tarn thdi khong noi lam gi; ban 
co the cho ho biet day la cd hoi rat tot, trong ca nhom, 
ban tin ho thich hdp nhat de dam nhiem cong viec nay, 
va ban san long tao dieu kien tot nhat, nhung vdi dieu 
kien la cap dudi ttf nguyen lam mdi dtfdc. Bay gid cho 
ho lila chon, neu ho khong thich ban co the chuyen cd 
hoi cho ngtfdi khac. 

Xay dung kehoach ddi hqn 

Sau khi giao nhiem vu mdi cho mot thanh vien, 
anh ta se hy vpng co mot khai mem kha dai ve nhiem 
vu nay, hoac la htfdng phat trien lau dai, ... anh ta cung 
muon biet minh phai nam cai gi tren nguyen tac nao. 
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Co le anh ta ngai hoi ban. nhufng day la cong viec quan 
trong cua ngUdi quan ly, chd co lUdi! 

Xay dtlng che do danh gia 

Lam sao de ban biet dade thanh vien trong nhom 
tot bay xau. Nhom khong tbanh cong tbi that bai, lam 
the nao de biet mhc do cong hien (hay pba boai) cua 
mot tbanh vien? 

Cong viec phat trien ph&n mem cung nhu tro chdi 
dien txi vay, co rat nhieu mdc do, do kbo ngay cang lbn. 
Moi tbanh vien deu mong dude thanh tUu 5 moi mdc 
do. moi mute do deu co tbach tbdc, liic mdi bat dau moi 
ngddi deu bi me hoac, cam thay rat kbo khan, sau do 
bat dau hdng phan tbam chi phat cuong. Rat kbo khan 
mdi den mdc do sau, quy the chdi lai khac, phUdng thde 
hdp tac trade chaa ch^c co tac dung, lam khong dadc 
lai tbanh dd. Het mdc nay den mile khac, nhom cuoi 
cung hoc dadc each doi pbo vdi moi tracing mbk dong 
tbdi phat trien tbanh phadng thde hdp tac thde sU hdu 
hieu. 

Danh gia bieu hien nhom, quan trong nhat la 
quyet dinh xem ho dang d mile do nao, de hay kho (so 
ngubi nhom, trinh do bieu hien cua moi ngddi, tinh 
ch&t nhiem vu da kien khong. Day la nguyen tac cd ban 
trong danh gia thanh tich nhan vien. 

Nhom phat trien phan mem cung nhu tro chdi 
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dien tu, xem ban co bao nhieu "dan", M so Ian", dieu kien 
tien thien rang tot cang dc thang, cap tren phai chu y 
den diem nay. 

Danh gia, la luc ban tai kiem tra ky vong cua cap 
du6i, xem xem ban co bo qua thien phii cua ai khong? 
co ai muon dieu chinh btfbc di? muc tieu ngan han co 
qua cao hay qua thap. Hoa help trUc tiep va thang than 
la each lam tot nhat, tuy cung la each lam kho nhat, 
thanh vien cung cin co cd hoi nay de cung ban xem xet, 
thach thiic cua minh co can dieu chinh khong? Miic do 
nay co can lam lai? hay la nhay den miic do nay 9 toe dp 
thong thUdng qua nhanh ma cung khong tot lam, co le 
can luyen tap d miic do nay, hay la van chito hoc het 
nhuing thU d miic truck. 

Qua trinh thanh thao cua moi ngUdi trong timg 
mile do deu khac nhau, co ngUdi thanh thao nhanh 
chong, co ngUdi mai van khong quern Moi ngUdi deu co 
dUdng di rieng, trai qua lich trinh thao rieng va dua ra 
sac thai rieng cho minh. Ve cd ban, d mtic do nao cung 
co hdp tac nhom, moi ngufdi ho trd lan nhau mdi co the 
len mute do cao hdn, sau do nhin rong hdn, xa hdn, siic 
anh hUdng cua tung ngUdi cang ldn, vai tro cang phiic 
tap. Sau cung, boi dudng nen kha nang lanh dao xuat 
chung (khong phai kha nang giam sat), hoac hieu nang 
cong viec cao hdn, cubi cung trd thanh tai san quy gia 
nhat cua cong ty. 
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NGUON TU LIEU 

Rat kho co the noi chinh xac each nghi cua sach 
nay bat nguon ttf dau. Ve cti ban. noi dung cuon sach 
c:hu yeu la nhutng tam dac cua toi sau nhieu nam lam 
viec, nhulng cuon sach toi da doc cho toi mot so gdi y, 
nhieu ngiidi dong gop cho toi (toi da noi den trong phan 
gibi thieu, nay cam tin ho lan niifa). De ban doc tien tim 
kiem cac nguon tit ttfeing, toi liet ke qua mot so^ sach va 
ngUtii ma toi nhd den, hy vong se giup fch ban doc. 

Chac hau nhu ai cung biet ve Freud. Doc cac 
tritdc tac cua ong, hoac truyen ky, phim hay bat c\l 
phpting thtic nao de hieu ong, ban sc thay mot so huyen 
hi ve tam ly hoc. Ncu co thtii gian. hay lam thu nghiem 
phan tich tam ly hoc, gia thanh tuv cao nhUng co the 
ban se nhan dutic kien thtie sau sac ve tam ly hoc. co 
each nhin mtii me htin. 

Darwin la nha tham hiem ttf nhien vi dai. ly luan 
cua ong co the dung trong h&u het cac linh vitc. Bo chut 
thtii gian nghien ctitf tac pham cua ong, nhat la cuon 
"The Selfish Gene” (Gien ich ky) ban se thay nhulng 
khtii phat rat danh gia, va hieu ro htin ve ban chat bien 
hoa cua xa hoi canh tranh nay. 

ThUting thde tac pham cua Shakespeare la mot 
chu y tot, khong can mat nhieu thtii gian doc het toan 
tap, quan trong nhat la ban nam diftic yeu linh tham 
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my, ban se thay set huyen dieu cua lanh dao va co vu. 
chi nhii vay cung du de tac pham cua ong trcf thanh 
kinh dien. 

Tong thong Lincoln, triidc General Grant va 
Churchill luon hap dan toi. Tilcing Grant toan tarn y, 
vdi tinh each khong ngitng chien dau cho den khi tran 
chien ket thuc, chfnh la nha lanh dao nhom phat trien 
phan mem xuat sac. Churchill cung la ngiidi co tinh 
each manh me, khi ca the gidi phan doi ong van kien tri 
ly ttfcfng cua minh, ong gioi dien thuyet, co the khfch le 
y chi chien dau bat khuat. Tong Lincoln cung la nha 
dien thuyet nhiet tinh, co the khich le nhufng ngUdi ich 
ky nhat, la thien tai trong lanh dao. 

Phan mem la san vat tinh te hicn dai cua tri tue 
con ngiidi, do do ban phai boi diidng kha nang quan sat. 
thiidng thuc bde ve cua Picasso vdi phudng thde bieu 
hicn pha bo truyen thong, viidt ca hien thiic, co le se 
cho ban mot chut linh cam dac biet. Cac do vat thami 
my khac nhii quan ao thinh hanh, kien true, nghe 
thuat, thiet ke deu co boi canh van hoa thdi dai, noi len 
gia tri quan va trao hiu tu tUdng cua moi ngUdi. Do do 
chi can ban co thdi gian, khong nen tiec hoc thiidng 
thde cai dep. 

Ve tham my, trong mot chiidng toi co nhac qua. 
Toi de nghi ban doc tac pham cua Rudilf Arnheim, nhat 
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la "Cam nhan nghe thuat va thi giac" (Art and Visual 
Perception), ban se tim dridc moi ly luan khi thiet ke 
giao dien ngUdi dung, no se giup ban thiet ke" cac giao 
dien xuat sic. 

Co mot cuon sach rat hay co the tang quan niem 
lich sif cd ban cho ban, dude Will va Visual Durant ciing 
viet trong "Cau chuyen van minh” (The Story of 
Civilization). Neu ban muon tao ra san phSm vi dai, 
lich sii la bai hoc bat buoc, ban can phai hieu lich trinh 
van minh nhan loai, neu khong se khong co duyen vdi 
cac ph^n mem ldn. 

Bo phim "Biia tiec Babette" (Babette's Feast) la 
bai hoc nhap mon cua cac nha lanh dao, ban co the hieu 
ve nhan thtic cua moi ngitdi, hau bet thdi gian cua 
ngUdi lanh dao nen gianh cho phudng thiic de moi 
ngifdi dung nhieu hdn va trai qua nhieu sit viec phong 
phu. Bo phim nay rat hay. 

Con menh va nhiem vu cua nha nghe thuat, toi 
de nghi ban xem bq phim “Ed Wood”. 

Neu ban khong muon tim nhieu nguon cam hting 
nQa, co the tiep tuc vui dau vao lam phan mem, nhung 
neu khong co nhxing nguon mdi rot vao thi dimg morg 
lam ra ph&n mem hay. 
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